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FOREWORD

IR

‘
This report, by the Office of the Special Assistant for Training (fcrmerly
the Office of the Speccial Assistant for the Modern Volunteer Army),

is an overview of thc adminjstration, evaluation, findings of several

|
.;_

studies on the attitudes and Army career intentions; and of the effect

of 2 number of innovations on enlisted and officer personnel conducted

undcr Prgect VOLAR, the Modern Voluntcer Army's field experiment,

VOLAR began on 4 January 1971 and ended on 30 June 1972,

Data was collected and analyzed by HumRRO Division No, 3, Presidio
of Monterey, California under the project managership of Dr, Robert
Vinel;erg; and by System Development Corporation, Santa Monica,
California under the project managership of Dr, Gene E, Talbert,
In addition, cach of the 13 participating CONUS ingtallations and
three overseas commands submitted independent evaluations, Additional
support was provided by the Department of the Army staff, the Offiée of
Personnel Operations, Army Publications Agency, and Research Analysis
C;)rporation. CPT Grant L, Fredricks was the principal' author of
this report, Special note is made to the administrative contributions

= of SP 5 Richard A, Koester, Mrs. Shirley C. Heslep, Mrs, Frances

Jevnager, and Mrs, Evelyn Fiorelli,




]

Particular thanks are due to B>.gadier General Robert M. Montague, Jr,,
Colonel David R. Hampton, Colonel Charles .Hoenstine, Lieutenant
Colonel George Brosious and Dr, Gene E, Talbert for their material

assistance in the review and preparation of this report.

GLENN D, WALKER .
Lieutenant General, U,S, Ariny
Special Assistant for Training

vi



EXECUTIVE SUMMARY
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SUMMARY AND CONCLUSIONS

INTRODUCTION

Project VOLAR was the experimental effort of the Modern Volunteer
Army Program conducted during the period 4 January 1971 to 30 June
1972, This experiment focused on the combat arms and provided
selected commanders with limited funds to implement innovative ideas
that wauld not only enhance the attraction and retention of volunteers
for the combat arms, but also raise living, working, and professional

standards throughout the Army.

Thic.repOrt provides an overview of the VOLAR experiment by showing
what was attempted, how it was accomplished, results obtained and

the impact of these results on future Army initiatives. Major findings
of three civilian contractors and sixteen installation/command evaluations
concerning the impact of VOLAR initiatives on enlisted trainees and

all permanent party personnel are summarized herein. Primary

attenticn has been focused on men in their initial tours of servﬁée.
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! PURPOSE AND METHOD ‘Chapter 1)
' The VOLAR philosophy was to permit selected post commanders to
| follow their own initiatives within very broad objectives in developing
: or expanding programs to deal with problems which confronted them.
! . A conscious decision was made not to dictate solutions or rigid
! e approaches. Any project dirccted towards the MVA objectives of
l strengthened professionalism or enhanced Army life which did not

sacrifice military performance or discipline and was legal was

considcred proper for inclusion in the VOLAR program,

Projects were initially submitted to DA for approval, As VOLAR
progressed, however, approval authority was delegated to major
commanders and DA's role was restricted to interpetation of statutes

and the waiver of regulations.

Certain administrative aspects of the program, however, did not lend
themselves to decentralization, Personnel flow was directed between
participating VOLAR cominands,whenever possible,to assess the
cumulative effects of the program. DA provided special family
housing, military construction and non-appropriated funds to proceed

with certain projects which could not be legally funded by the regular

——t




operations and mainten:ncc appropriation, Civilian hire ceilings were
adjusted, Procedures were established to expedite the authorization
and procurement of equipment required to support certain VOLAR

projects,

In January 1971, a modified approach to Basic Combat and Advanced
Individual Training was begun. Called the Experiment:.! Volunteer
Army Training Program (E VATP), it incorporated individualized,
self-paced, 'hands-on'" instruction in job relevant situations and

pérformance-baaed asséssment of specific skills,

A number of MVA programs, through not a formal part of VOLAR,

contributed significantly to it, Two FY 72 programs were designed

to provide privacy and in other ways upgrade soldier barracks.

Also in FY 72,DA began an ambitious program to provide

furniture in barracks Army-wide. .n February 1971, DA began a

Unit of Choice Enlistment program, which by the end of '.‘.:‘Y 72 had

been expanded to i:ermit men enlisting in the A_rrhy s wide range of

jobs, ‘units, and locations., An additional contributing program was 4
the development of a centralized food preparatic;n test facility at

Fort Lewis,
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THE EVALUATION PROCESS (Chapter 2)

A VOLAR evaluation plan was est'ablishcd to provide a systematic analysis
of how effective VbLAR action.l were in accomplishing overall MVA
objectives, Further, the evaluation plan was to develop associated
information to be usgd in refining the on-going program and in
determining which actions werc most appropriate for continued Army-
wide application, The methodsof assessment consisted of:

o Specific evaluative studies of soldiers' attitudes about the
Army, and of VOLAR and MVA innovations conducted by each of the
thirtcen VOLAR installations and three overseas commands,

"o A series of attitude and opinion surveys administered across
the several VOLAR locations and Army-wide by the Human Resources
Research Organization (HumRRO) and Synt&n Development Corporation
(SDC).

o An analysis of cost data associated with VOLAR projects and
actions by Research Analysis Corporation (RAC) and a number of VOLAR
installations, .

o A series of studies of attitudes of men in training and training
innovations associated witl. the Experimental Volunteer Army Training

.

Program (EVATP),




ATTITUDES (Chapter 3). .
Post survey samples differed cox{oiderably from one another in demographic
characteristics, thereby precluciing post comparilox;u. The o bserved

differences between groups and the change in groups over time may

obscure real differences in attitudeo' and in reaction to VOLAR actions,

or they may account for certain observed differences_and apparent

change, ' T2 partially compensate for these confounding effects,

samples were further partitioned into under-two and over-two years

service length groups.

In terms of VOLAR /non-VOLAR comparisoas, the attitudes of enlisted
men in the VOLAR-172 under-two group were significantly more
positive, For the other enlisted and officer groups there were no

significant differences between the VOLAR and non-VOLAR sets.

The reenlistment intent of personnel in the under-two year group #t
VOLAR-72 posts was significantly greater than. at the nonsVOLAR
posts and even higher for the VOLAR-71 posts. Each of the three
post groupingsshowed a significant increase in reenlistment intent on

the part of the under-two groups. No aigniﬁcan;: differences existed ¢

¥See Table 3 (p; 30-31) for Sumary of General Effects on VOLAR Actidns
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for the enlisted over-two or officer post groupings, although enlisted
over-two and Regular Army/Vol.untary Indefinite officer groups showed
a slight upward trend; officers in the Obligated Tour group showed no

consistent trend,

HumRRO established that expressed recnlistment intent is a rcasonably,
but not uniformly, accurate predictor of later reenliutrﬁent a‘ction,

at least within a year of such action, For enlisted personnel, an
average of 81% of those responding ''stay', 37% of those responding
"uncertain'', and 3% of those responding ''leave' were found to actually
reenlist, Within the limits .°£ very small obligated tour officer

samples, the rate of favorable action at each level of ‘intention is

the same for obligated tour officers and for enlisted mea,

Change in opinion of the Army showed a significant upward trend‘ for -
both VOLAR and non-VOLAR enlisted personnel in the under-two
grc;up, but with the VOLAR-72 group beir;g higher than the non-VOLAR
group and the VOLAR-71 gr;up being even higher, For the over-two
years enlisted group, there was a slight decrease in opinion of the

Army with no major differences among the three by-post groupings.



HumRRO analyses of the multiple regression of reenlistment intent
upon various background charactg;iltic' and certain of their interaction
showed reenlistment intent to I:;e significantly influenced by the following
background characteristics, in the order listed: Time in the Ai'my.
Draft Motivation, Race by Region of 6rigin. Number of Dependents,
Grade, Grade by Education, and Race by Education, A separate
‘regreuibn analysis of the data from men with two years of service

or less showed the best predictors of reenlistment intent for them to
b.e: Praft Motivation, Race by Region of Origin,

Education, Number of i)ependentu; while the best predictors for men
with ‘more than two years service were: Time in Army, Draft

Motivation, Grade, and Marital Status.

N'on.e of these analyses accounted for much more than one-third of the

ob;orved variation in reenlistment intent, nor was the particular post a
significant variable influencing reenlistment intention. In all analyses, the
differences in ru.nuntmmt intention among posts disappeared when

they were adjuotod' for the differences in the buckéround characteristics

of the men assigned to the permanent party at the various posts. e
With few exceptions, the installation-level findings indicated a favorable

reaction on the part of the target population, Over time, the respaonse

became more favorable,

al.



VOTAR ACTTON FRFRCTS (Chapter h\*
Four areas were consi.t'ently (in FY 71 and FY 72) ranked,by both VOLAR
and Army-wide lamplen,mmi positive and offer the greatest and most
consistent influences on satisfaction with the Army:
Civilian KP
s " Barracks Privacy
Medical and Dental Care
Chance to Plan Own Future
while four other areas showed increasing positive rank from FY 71 to
FY 72:
Educational Oppo;-tunity
Opportunity for Travel and Experience
Chance to be Own Boss
Choice of Job Location
Those programs which showed the greatest and most consistent
inducements for increasing enlistments among VOLAR ',and Army-w.ide
.samples in both FY 71 and FY 72 were:
, Statilized Tours
Retiremant Benefits

* while eight areas showed increasing importance from FY 71 to FY 72 were:

Education Programs

#See Table L (p. 32 1) for Summary of General Effects of VOLAR Actions



S'pecialized‘MOS Training
Choice of Job Locations
Money O.pp'ortunitiu
Reenlistment Bonus
Opportunity for Travel and Experience
Chance to Plan Own Future
Chance to Serve Country
Al actions having the greatést importance or most positive effects on
soldiers' attitudes and retention are summarized in Table 1 (p.
xxviil),
A number of items were identified as having little personal importance
in the DA. level evaluation on tbe basis of VOLAR-wide and Army-wide
survey data, Some of these same items, however, were actually
rated most important by certain VOLAR-72 installations. This
m\;ltnteo the point that each installation presents a unique set of
circumstances and environment which dictates that programming and
management decisions must be accomplished ai that level to

accomodate installation-specific dtrengths and weaknesses.

Four areas are the greatest and nost consistently ranked inducements

against reenlistment by enlisted personnel with less than two years

10



scrvice:

' .
Barracks Conditiong

Public Reaction to the Military

Way Rules are Stated and Enforced

Food Quality
while two other areas increased in relative rank from FY 71 to FY 72
to become among the greatest deterrents:

PX/Commissary Prices

Post Entertainment

These and other areas requiring special-- and indced urgent -- emphasis

are summarized in Table 2 (p, 29),

Four special study areas are considered in this report:

© Men in Training. There was strong overall aéroemont a.n.ang
trainees as they progressed through training and increasingly stronger
agresment with the permenent party on areas of porloml' importance

and on what woulil influence them most to reenlist and to leave the

Army, ' s

1l



o EVATP, DMientin each m.ental category who received BCT
under the Fort Ord EVATP performed in 2 more superior fashion than men
in the same mental categories who were conventionally trained at Fort
Jackson, In the AIT phase, men trained in the 4 week Individual
Light Weapons Infantry (11 B MOS) ‘E\}ATP phase demonstrated
superior performance in 7 of 8 subjects compared with the 8 week 11 B
MOS For‘t Jackson trainee, Tests of Mortar Crewman (11 C MOS)
trainees were inconclusive,

o Non Appropriated Fund Test. The two Fort Benning unofficial
off-post bus transportation projects appear to have sufficiently positive
impact on attitude and on retention that would warrant seeking legislative
authority for appropriated fund support. Overall results for projects
in the Individuni and Unit Incentives category are, at best, inconclusive,

o Famil.v Quartars Cleaning Test. Opinion is divided on the
desirability of adopting free .quartero cleaning vis-a-vis a prepaid
contractor approach., Proponents of the government paid program cite
in:zprovod morale, and cost and time savings to gho clearing occupant,
while cpponents cite high costs, inequities between on and off-post
reaid;nts. and a lowered feeling of rupﬁmibili!:y toward government

qurterl.'

12



For the most part, VOLAR funds were allocated so as to finance those
projects which were anficipated to have the greatest impact on goldiers'’

attitudes, and the amount spent was proportional to the projects impact

on improving soldiers' attitudes toward reenlistment,

Traditional morale, discipline, and 'performance indicators were
objects of close scrutiny by commanders. This was the first area
where the detrimental effects of the MVA and VOLAR program would
have appeared, if they had in fact existed, Data discussed in Chapter

4 shows that they did not,

The overall and comparative impact of the various types of actions
on attitudes and career intent can be summed up as follows:

o Action areas in which changes were noted most frequently
were primarily in the aress of Civilian Hire, Hours of Work,
Opportunity for Growth and Experience, Food Service, Health Care and’
Parsonal Services., There were, however, wide variations both withiri
ge\‘n.eral areas and between installations, Additionally, not all changes
noticed were associated with VOLAR or MVA actions,

o Actions having the greatest overall effect on attitudes and

on retention are primarily in the areas of Civilian Hire, Educatioml

" 13/



Development, Job Assignment, Leadership and Supervision, and Pay
and Benefits,

o Actions which had a high impact on attitudes but a relatively
lw; impact on retention are found primarily in areas concerned with
personal activities, p_vreferencel, and conveniences.

o Actions concerned with Job Assignment, Work Conditions,
Hours of Work, and Leadership and Supervision have a high impact
on retention but a relatively low impact to date on attitudes, indicating
that these areas require additional emphasis.

o Areas in which the VOLAR set showed a significantly more
favorable‘ reaction than the r_xon-VOLAR set were primarily in tho; Army
Life class, and particularly in.the Personal Conveniences, and Enter-
tainment and Recreation areas. It is interesting to note, however,
that actions in the Entertainment and Recreation Category showed a
general decrease in positive reaction, possibly due to accustomization
and a reassessment of priorities by survey respondents.

For analysis purposes, various VOLAR Professionalism and Army Life were
were grouped into 18 categories paralleling those

described in the MVA Master Plan., Actions in the Professionalism

class are generally higher in rotontlo_n impact than those in the Army

Life class. Among soldiers there is a definite concern that Army

14 . .



life and work be professionally demanding and satis{ying,
o Return Soldjers to Soldic-rjng,_

- Civilian KP and civilian labor are among the most promising
actions for Army-wide implementation in terms of both impact on
attitudes and retention effect, The cffectiveness of these actions
appcaredio be increasing over time and they had a relatively higher impact
on the under-two years service enlisted group than on the over-two
group, Civilian hire for semi-military duties, such as post security,
had a less favorable impact on attitudes and retention than did other
ty.pel o actions in thil'category.

- Installation-level reports indicate that the use of labor
saving de'viceu waswell received and had a beneficial effect in terms
of morale, efficiency, and increasing availability of soldiers for
primary mission performance,

o Trajning, Changes in training methods ard techniques with -
emphasis upon performance-oriented instruction, upgrading capabilitiei
of‘ instructors, and increased focus on primary mission and unit-
centered training Qere among the more effective types of actions in
this cateogry. The pattern of questionnaire responses, however,
indicatedthat the changes noticed, especially in .irrolovant training,

were generally less than desired or expected, but that those



that were implemented had a mcderate impact on retention. Relative
dissatisfaction with the.current state of training was found among many
soldiers. Decentralized training demonstrated its potential to correct.
previous lho;-tcomings when continued, but shortages of personnel,
MOS imbalance, rapid turnover, heavy commitments, and rapidly
changing operational requirements ;;resented themselves as very real
obatacleg.

o Educational Development, Together with certain actions in
the Return Soldiers to Soldiering, Health Care, and Pay and Benefits
categories, actions in this area ranked at or near the top of all
actions in terms of persoral importance, positive reaction and impact
on r.etention for both enlisted and officer personnel, While a variety
of educational and self-development programs were implemented
at various VOLAR-72 posts, all such actions appear to have had an almost
uniformly high impact. The positive reaction to these programs
increased over time, reflecting a high and continuing interest in self-
improvement and education on the part of the majority of the soldiers,

o Leadership.

- While viewed as an extremely important area, the overall

effect of changes Wwas’ only moderate but with certain actions

having a grecater impact than others. Those concerned with supervisory

16
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support of job performance and with being treated as a responsible
person had a relatively high impact; those concerned with respect
by and for superiors and performance recognition had a more
llnodera.te impact; and those concerned with trecatment on the job and
superiors' attitudes ranked quitslow, While a number of the installations
reported a highly fav.orable responsc to and successful, results from
actions in this area, it wasguggested that the full benefits from such
actions have not been realized to date, Findings at all levels of
evaluation indicatedthat actions in this area should be continued and
amplified,

- Actions which provided for access to and active partici-
pation in the decision mald}xg and problem solving processes were among
the more effective actions in terms of impact on attitudes, Actions
which provideddirect access, such as through commander's open
door policy and hot lines, were more effective than those providing

intermediate access, such as through councils. The response to

.‘ resultant action taken on complaints was quite' low, indicating that

continued action in this l'rea is needed,

o Job and Work Conditiong.
- Actions in the area of job assignment geﬁeully ranked

quite low in terms of percentage noticing changes but very high on

17



potential impact on refention. The more effective actions to date were
those concerned with location preference, unit of choice, and
ltgbilized tours, Actions concerned with job/man matching, such as
consideration of training experience, and job preferences,
less of an impact, indicating that continued and increased attention
to this area is in order,
| - Changes in work conditions were generally well
received but the overall effect on attitudes and retention was
only moderate, Action.s having the highest impact were those which
increased the soldiers' tl‘eeling of belonging, of having adequate admin-
istrative and logistic support, and of having a worthwhile and meaningful
job to perform rather than those which dealt with physical conditions of work
per se. One exception in this area was a decrease in positive
rc‘u_ponse to Oi.)portunitiu for Advancement on the part of the officer
group, indicating a porceiveé decrease in such opportunities.
- Changes in i-lourn of Work was generally well
r‘ceived and had. a considerable impact on both attitudes and retention,
The more effective actions to date were the five-day v_rork week
and compensatory time off for overtime; major changes in weekend/

evening dﬁty requirements have been precluded by mission requirements

18 .



¢
and current transitions in force structure at many of the installations

and have had less of an impaét. Among the junior enlisted and officer
personnel , the Amount of Overtime Recjuired and Evening and Weekend
Duty continue to be arecas requiring special emphasis.

o Barracks Life.

- Housing, Barracks improvements rankedquite high among
changes indicated as being most important by personn=l directly affected,
While a variety of such actions were initiated, findings
concerning their impact weresomewhat tentative, due in part to only
partial implementation of planned changes at most installations as a
conaéqueqce of construction lead-timec requirements. Also, the
response to changes was mixed, particularly when the anticipated
changes were slow in being accomplished or the results less than
expected, However, it is generally indicatec' that changes to date
concerning barracks comfort, conveniences, privacy, at;d the installation
of washers and dryers in the barracks had s moderate to high impact
on attitudes but a relatively low impact on retention; pen.onal property
safety was an area of major concern in which actions to date have been
somewhat less than successful in uccompuuhing. the desired degree of

overall improvement,

19



- Food Service, Changes in food programs were highly visible
and had an immediate impact on .a. large segment of the enlisted
population, While such change; were quite favorably received, they
had a relatively low impact on retention. Particular actions having
the greatest impact were those concerned with food choice, and mess
hours. An area meriting more attention is that of ''rush and hurry"
in the mess halls as perceived by the lower grades.

- Dignity and Respect, Actions in the area of dignity and
respect tended to be noticed by the soldier and to impact strongly on
attitude , although the retention impact for certain of these wasrelatively
low, - Actions concerned with increases in personal freedom and trust,
such as the removal of travel restrictions, elimination of bed-checks,
and sign-in/sign-out procedures, were the most effective types of
actions to date in this area, parlicularly for the under-two years
service group., Those concerned with rules enforcement, waiting in lines,
and inspections were less effective, indicating that more attention

is needed in those areas.

o Family Housing, This area wasviewed by a large percentage of

the married soldiers und their dependents as one of critical concern

in which substantial improvement actions are required,

20
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o [Poat Services.
9.
-« Health Care, Of all actions considered by HumRRO in

g " FY 71, only medical and dental 'urvice could be classified as a
= strong potential satisfier, i.e., classified as very important and found .
in the Army, Actions in this area x:mhd among the top VOLAR-72
actions in terms of impact on attitudes and retention, The one
exceptionwas with regard to drug and alcohol abuse programs which,
while ranking high in effect on attitudes, had a relativc.ly low
impact on retention, The retention impact of actions ih the Health
Care category wagconsiderably higher for married thu; !o.r single
personnel, and for ovor-ﬁwo than tor‘undor-two personnel, Comparinﬁ
VOLAR and Army-wide samples, a lo;rgor porcent'ago o‘f VOLAR
respondents indicated that they n'oﬂccd a change in ﬁaodlcal and dental
quality and convenience while of thoalo who hud noticed a-.chi:;go. a
} larger percentage of the Army-wide sample rate the éhango as ;o'dd
and having a favorable impact on their reenlistment, While actions
must be tailored .to fit the needs and conditions st each installation,
the uniformly favorable response to such actions indicntu" the desir-
ability of continued actions in this area,
= Retail Services. The overall impact of actions in this

* category was generally moderate to low while the percéentage good

response was near the middle, the retention impact wasquite low,

21




generally falling in the bottom  aarter, Reaction to VOLAR actions
varied widely from post. to post, depending on the type of action
implemented, its scope, and number of peoplc; affected, PX and
commissary ;ervices were cited as on attraction of Army life but
also as an area in which improvements were needed. The overall
reaction to changes noted to date was.generally moderate and the retention
impact was relatively low, although somewhat higher for the higher
grades and married personnel than for the lower grades #nd single
personnel, Actions concerned with laundry and cleaning service
and laundromat facilities were generally ranked in the middle
quartc.:r, but varied widely botween installations.

‘- Personal Convenience and Services, While the overall
impact of reception and in and éut-proceuing actions was moderate to
low, the reactigna obtained at some of the installations indicated that
the potential impact on attitudes and morale can be quite high, parti-
cularly formarried personnel, The general level of dissatisfaction
with canditions i;'x this area, however, indicates that continued and
increased emphasis upon such actions is needed, Expandéd pl;o.ne
service, expanded and upgraded guest Iacilitiel.' and kacilitie.a
directory and informa.tio'n services programs impact differently at VOLAR

installations depending on the prior existing conditions and priority of
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soldiers' needs at that *post. While reaction to such changes were
generally favorable, the impact oa retention wasquite low, Actions
concerned with tax assistance, personal problem aid, and free legal
aid were quite high h.x percent noticing the changes. Such actions
generally had a relatively high impact on attitudes and a moderate
impact on retention with {ree law aid being the more eifective of these
actions to date, At the same time, there appeared to be a high levél
of satisfaction with the current facilities and services provided in
certain of the personal services areas such as those concerned with
religious services and a commensurate low level of impact of
additional improvement actions. The one notable exception was in the
pay and finance area where continued and increased emphasis io
nqulr‘od.

- T;-anoporutloa. Improved transportation services was
one of the more effective actions in the Army Life class, with generally
favorable reaction but retention impact near the middle and varying
widely between posts. .

\ - Entertainment and Recreation, Ac".tiom in the area of
entertainment and recreation were generally wo.u received and

had a relatively greater impact for the lower enlisted grades; however,

following an initial enthusisstic reception, such actions tended

23 .



to show a decline in the degree of positive response accorded them,
The impact on retention wasquite low and in keeping with the rehtively
low importance rating attached lto such actions by soldiers at a r.umber
of the installations, However, when tailored to meet particular needs
or perceived deficiencies, such actions were favorably received.
The areas of post entertainment, service clubs, and recreation fell in
or near the top quarter and the areas of post TV and personal

vehicle repair facilities fell in the mid-range for personnel in percent
noticing a change, with awareness considerably higher among the
enlisted under-tw?_\years group than for the over-two group,

.- Dep;:dent Programs, Actions in this area were primarily
designed to augment actions taken in other areas such as family
housing, health care, personal services and conveniences, which impact
on the dependent population. Dus to their ancillary nature and
relatively low importance rating, the augmentation-type actions which
included upgrading playgrounds, expanding access to post facilities,
lnﬁ driver education programs had a relatively low impact, °

o Pay and Benefits, Actions in this area wereamong the most

effective types of actions both in terms of impact on attitudes and on

retention, Of the three major types of actions, pay increases had

2%



..
s similar impact on sll soldiers; reenlistment bonuses had a

relatively hi!hor {impact on the under-two years service group than
on the over-two years sorvice group; retirement benefits had a |
higher impact on the over-two |rou;;. The response to this latter
type of actions, however, showed a considerable increase in impact
on the upder-two group. over the three survey periods,

o Asceasion Svstam, Actions designed to support recruiting
offorts and to promote reenlistments were implemented at .n aumber
of the VOLAR-72 installations. Among such actions, programs
emphasising unit of choice enlistment and reenlistment were wsll
received ‘and quite successful at the several installations which stressed
or emphasised these .pro.umn.' A major factor in the success of
such programs at the installation level was the involvement in, and
feeling o responeibility for, such efforts on the part of the individual
soldier, Limited use of cash incentives (contribution to unit funds)

to promote luci: interest and involvement had a very limited impact,



CONCLUSIONS AND FUTURE DIRECTION (Chapter 5)

CONCLUSIONS

1. The MVA Program has, on the whole, gained widespread acceptance
and.hn met with a generally quite favorable response,

2, The VOLAR Program produced positive results, particularly among
the under-two years en.isted groups,

3. Both. the Career Intentions of officers and the Reenlistment
Intentions d enlisted men predict their respective Career and Reenlist-
ment Actions well, although not perfectly, within a period of a year

or less.

4, Po.t'a involved the longest and most intensively showed the most
favorable results,

5. Interpost differences indicated a high potential for continuing
improvement,

6. A tentative basis for selecting among future Army initiatives

was established,

7: Continuing innovation, experimentation, and evaluation is .strongly
indicated,

8. There is a major need for flexibility in actions emphasis and
implementation to accommodate differences among installations in

conditions, characteristics, and missions,



1Y

FUTURE DIRECTION ¢

The continuing viability of the MVA Program and achievement of its
objectives is dependent to a large degree upen continued and expeditious
action at both the installation and DA levels. Toward that end, the
following general recommendations based on a consideration of current

findings are submitted,

1, Contine future overall MVA Program emphasis on actions that
support professionaliem,

2. Maintain a blhucc.d MVA Program encompassing most, if not all,
of the current Army Life and Accessions major categories of action,
3. Insure flexibility at installation level in actions selection,
implementation, and modification, |

4, Further develop MVA Program management and evaluation capa-
bilities at installation and DA staff levels, |

8., Use current installation and contract evaluation repoxts as
management tools in further developing and refining the onegoing
MVA Program. | ‘
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Table }

Most Positive Areas

Most Positive Areas

Personal Retentic
Importance Effect:

Professionalism

‘Ciyilian KP X
Educational Development .
Education Programs X
Specialized MOS 7Training
Retraining in MOS of Choice
Job Assignment .
Choice of Job Location X
Stabilized Tour
Reenlistment in Unit of Choica
Shorter Reenlistment Terms
Resign Enlistment on 30 Days Notice
Chance to Serve Country
Leadership and Supervision
Treated as Responsible Person
Fair Treatment on Job
Treateu with Respect
Commander's Open Door Policy
Work Conditions
Interesting and Satisfying Work
Chaace to be Own Boss
Chance to Plan Own Future
Chance to bn of Service to Country

HRHIIHIK MK

E R

R

Army Life .

Barracks Privacy X
Post Services

Medical and Dental Care

Food Quality and Convenience

Better Education for Dependents ' X
Pay and Benefits

E

Earnings or Job Security X

Money Opportunities X X
Retirement Benefits X X
Reenlistment Bonus ¢ ‘ X
Extra Leave as Recnlistment Bonus X
Promotion as Reenlistment Bonus X
Opportunity for Travel and Experience X X
Weekends and Holidays not Charged as Leave X

Good Family Life X



Table 2

Arcas Requiring Special Emphasis

EM Less Than Junior
. Two Years Service Officorn

Professionalisn

Leadership and Supervision
Way Rules arae Stated and Enforced
Action on Complaints
Work conditions
Overtime Required
Evening and Weeckend Duty
Risk of Physical Danger
Public Reaction to the Military

Army Life

Rarracks and/or BOQ Conditions
Post Scrvices
Waiting in Lino
Food Quality
PX/Comnissary Prices

K KX XK
x

HHXHXK XK

-

Post Entertainment

Laundromat Facilities X

. ‘ Special Study Areas
Four special study areas will be considered in this subsecticn:
o The effect of VOLAR innovations on men in training at Ccrs
Ord, a VOLAR~7]1 post, and Fort Jackson, a non-VOLAR-71 post.
o The rosults of tha Experimental Volunteer Army Tralaing

Progranm (EVATP).
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PURPOSE AND MiTHIOD

L TRODUCTION

A dicld experiment of voluiteor Army initiatives vioo indiially cooocive |
i lanuery 1970 as a aeans to quantify improvernent eci,oeng, provide
« public relations vehicle, scrve as a bepirning fur the dvgre cem
Avnvy life, By late October 1970 three pont exjovimoertitjon coae: s
using Forts Ord, Benning and Carson had been approve!? by the
Scerctary of the Arm\y. Formal puidance to the three installitcoas .
provided in November and plans approved in carly December, VOIL AL
formially began at these threce installations on 4 Junuary 1971, 1t or
Brage and USAREUR became VOLAR-71 participants in l'chraa v,

Cn 1 July 1971 VOLAR was cxpanded to include a total o 15 GOty
locitions and three overseas commands. Althiough the VOLAR oo
wits tormally terminated on 30 June 1972, most initiatives vhicl were

developed are being continued,

CRIECTIVIES
VOl AR was initiated to: (1) provide a vehicle for councentratine

innovitive effort on the critical task of attracting and retaining volunteo,




for the combat arms; (2) provide a means to experiment, evaluate and
refine a2 number of new approaches under conditions of limited application
prior to their expansion and possibly Army-wide inmiplementation; and

(3) develop useful data to justify future allocation of additional resources
needed to reduce and hopefully eliminatc veliance on the draft. The
VOLAR experiment also enabled the Army to begin needed programs,
such as improving barracks living conditions and hiring civilians to
perform administrative support functions, which were too expensive for

immediate implementation Army-wide,

Department of the Army's goal for the MVA Program was a more
professional Army in which soldiers performed meaningful and challenging
jobg; on Army worthy of favorable public recognition;an Army that men
would want to join, Accordingly the objective of the VOLAR experiment
was to test those innovations designed to: (a) develop a more professional
environment through improved job proficiency, and by insuring better
trained, more responsive units performing challenging realistic missions;
(b) changing policies, procedures and attitudes as necessary to insurc the
preservation of i ndividual dignity and a better Army life; (c) the genecration
of greater public esteem for the Army through the development of viable

programs to improve the Army's relationship with modern society.



The philosophy behind VOLAR was to permit selected post commanders
to follow their own inlaaﬁvo; within the broad VOLAR objectives
described above, in responding to the problems which confronted them,
A coascious decision was made act to dictate solutions or'rlgid,
approaches; nt.hor.' they were encouraged to deal with their particular
problems in their own way, Any project which met the MVA objectives
without sacrificing military performance and discipline and was legal
was ‘considered relevant for inclusion in the VOLAR program, Pioj;cb
were generally rutﬂctgd to those which could be funded by the .

Operations and Maintenance, Army (OMA) appropriation.

Because funds provided were insufficient to execute all actions considered
desirable, CG, CONARC directed that CONARC installations place
on;p_huh on actions designed to improve professionalism, upgarde

living areas, and eliminate .c;mo of the onerocus details that were
distasteful to the soldier. He further directed that available funds not
be hﬁnud for only one or two major projects to the detriment of .

others,

A comloto.. by-installation listing of all VOLAR projects with end of

fiscal year funding levels is at Appendix A,



o — -

CONCEPT

VOLAR was conceived as a ﬁel;l experiment with fairly rigid experimental
controls. As the experiment began, however, Army missions and
manpower priorities required that the design be modified. A. a result,
some evaluation built into the experimental control was lost and more
sophisticated evaluation techniques were required. This section

examines this conceptual change.

Concept as Planned
The VOLAR experiment was initiated to test innovations designed to
attract and retain volunteers tér the combat arms, !tku opoclﬁcglly
targeted on junior enlisted men and junior officers in training, and
on trained ooldieu assigned to combat units, Development of the
experiment was predicated upon a controlled input of combat arms
recruits into the training system at Fort Ord, They were then to be
programmed either for assignment to Fort Benning for further advanced
post-MOS training' (Noncommiu'ionod Officer Candidate School or Officer.
Candidate School), and then on to Fort Carson for duty in a 'TO&E
unit, or for direct assignment from Fort Ord to Fort Carson for unit
training. Farts Jackson, Knox and Riley, were selected to serve as
experimental control posts. At each VOLAR installation, administrative,

training and life style actions were to be applied with a view toward



insuring the continual growth and development of the individual, personally
and professionally, s.p.tati and cumulative effects of various installation
actions were to be evaluated and compared with those from control
installations, The budgets of the VOLAR installations were to be
augmented to begin to improve living conditions and remove irritants
immediately, without having to wait for implementation of an Army-wide

program,

Concept as Fielded
Because of warld-wide x;unpawor strength conoidouﬂoa, the VOLAR
expcrimen? did not develop as planned, Fort Bragg and USAREUR,
were added to the VOLAR-71 program and both Fort Ord VOLAR and .
Fort Jackson VOLAR ''control' trainees largely directed thor.o. The
planned, predetermined, controlled flow of Fort Ord combat arms AIT
gru.hutu to Forts Benning and Carson was aborted, eliminating pouénnol
as a controlled variable and uyoroly limiting {implementation of a
systematic experiment with experimental control. Fort Riley was dropped
as experimental control altogether and Forts Jackson and Knox
served as an attitudinal baseline without special DA directed personnel

flow,



PROJECT PLANNING

In FY 71, VOLAR plans were submitted directly to DA with information

copies provided to intermediate command levels, In FY 72, plans wcre

submitted through normal command chapnels. Plans generally followed
the format established in the original Fort Benning plan providing

a detailed description, justification, cost detail and personnel require-
ments of each proposed action. In a separate section, plans generally
included no or low cost projects that were within the installation

commander's authority and annual OMA funding program.

On 2 December 1970 a working conference was convened av. DA to give
concept approval to the plans presented earlier by Forts Benring,
Carson and Ord. Each recommended project was considered by
representatives of the Army Staff, CONARC and the installations. These projects
weare either approved, approved in concept with implementation deferred
pending statutory or regulatory authorization by the appropriate staff
agency, deferreél. for further l'tudy, or disapproved. DA approv;d
almost all propoyed VOLAR projects provided they were permitted

by statute, Subj;ctivc nonconcurrences by Army staff agencies were
overruled by SAMVA an.d the appropriateness of various projects was
determined solely by the installation or intermediate commanders.
Plans subsequently submitted by Fort Bragg and USAREUR and
a.dditional projects submitted by the initial three installations were

staffed through MVA points of contact on the Army Staff.

6
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As VOLAR-7] progressed, approval of plan changes and additions was
further decentralized to pn"mlt projects apjar'md for one VOLAR post
to be adopted at other VOLAR posts without specific DA approval, In
addition, changes in individual proéject funding levels were authorized
without DA approv'al provided statutory and regulatory limitations were
not exceeded,

In FY 72,CONARC installations submitted their initial plans through
nosmal command channels to Headquarters, CONARC, CONARC
review d these plans resulted in some modificat’ "ne, expanding
projects in the areas of Chief of Staff and Commanding General,
CONARC emphasis. This emphasis included: (a) getting the soldier
off non-mission, non-M?%S related details; (b) repair and @intenance-
of barracks, to include provisions 1¢'u' privacy; (c) providing barracks
furnishings; and (d) enhancing training in areas where opcntlonai funds
were not programmed, The modified plans were then approved by
CONARC, subject to DA review, DA staffing of the VOLAR-72 plans
followed much the same .procod\;r.o as that established subsequent to
the December 1970 working conference, §.s., staffing through Army
Staff MVA points of contact, except that individual projects falling
within the approval authority of major commanders (e,.g., normal

maintenance and repair, local purchase, hiring civiliens to augment



could be approved at that level, -The DA staff review and
subsequent comments were restricted to an interpretation of statutcs
.'a.nd Army Regvlations (AR) as they affected individual projects.
Where proposed projects conflicted. with an AP, but not statute, the
lAR was generally w‘ived for the duration of the experiment by the

Army Staff proponent,

Table 1 presents these VOLAR-71 and VOLAR-72 participants with

the date of DA's approval of their plan and their effective start date.

PROJECT ADMINISTRATION

Adminiatration' of the VOLAR program was decentralized to the
lowest possible level, Major, intermediate and inatallation
commandcrs were encouraged to delegate the administrative and
operational details to the unit commander if possible. Some
adminigtrative aipcctl of the i:rognm by their nature required more

. centralized direction and. control, These are discussed below,

Personnel Flow

The addition  Fort Bragg and USAREUR permitted DA to attempt to



Table 1

VOLAR INSTALLATIONS

INSTALLATION A PLAN APPROVAL = YOLAR START DATE
FY 711

FORT BENNING, GA 2 December 1970 4 January 1971
FORT CARSON, CO 2 D-cember 1970 4 January 1971
FORT ORD, CA 2 December 1970 4 January 1971
FORT BRAGG, NC 25 February 1971 25 February 1971
US ARMY, EUROPE 13 May 1971 3 February 1971
EY 72

FORT BENNING, GA 8 June 1971 1 July 1971
FORT BRAGG, NC 1 June 1971 1 July 1971
FORT CAMPBELL, KY 7 June 1971 -1 July 1971
FORT CARSON, CO 7 June 1971 1 July 1971
FORT DIX, NJ 15 June 1971 1 July 1971
FORT HOOD, TX 18 June 1971 1 July 1971
TORT JACKSON, SC 16 June 1971 1 July 1971
FfORT KNOX, KY 8 June 1971 1 July 1971
FORT LEWIS, WA" 18 June 197} 1 July 1971
FORT ORD, CA 28 May 1971 1 July 1971
FORT POLK, LA 15 June 1971 1 July 1971
FORT RILEY, KS 15 June 1971 1 July 1971
FORT SILL, OK 15 June 1971 1 July 1971

US ARMY, ALASKA 17 June 1971 1 July 1971

US ARMY, HAWAIl . 21 June 1971 1 July 1971

US ARMY, EUROPE 15 July 1971 1 July 1971



measure: (a) what, if any, cumulative effects resulted from successive
assignments at different VOLAR installations; and (b) how men from
both VOLAR-71 and non-VOLAR-7] training backgrounds reacted to

VOLAR-72 programs,

Participants included Fort Ord VOLAR and Fort Jackson VOLAR control
AIT graduates, and VOLAR-7] permanent party personnel. They were
identified by tapes maintained by the Human Resources Research
Organization (HumRRO) of all personnel who had taken any of the
VOLAR-71 test or control surveys, It was therefore possible to
compile rosters of VOLAR participants at various installations in
CONUS and overseas by matching the HumRRO tape with Personnel
Information System Cgmmlnd'l {PERSINSCOM) Enlisted Master Tape'
Record or Officer Master Tape Record files. VOLAR participants

were also identified as such in reassignment orders.

During the period 30 April - 17 December 1971, 1080 Fort Ord and

801 Fort Jackson VOLAK participants were assigned to USAREUR

units as follows: Fort Ord graduates to the 2d Brigade, 3d Infantry
Division at Kitzingen and 2d Brigade, 3d Armor:d Division at
Gelnhausen and Fort Jackson graduates to the lst Brigade, lst Armored

Division at Illesheim, each unit initially to 50% MOS 11B and 11C

10



authorized General Order (GO) strength; and Fort Ord graduates to the
lst Brigade, last Armored Division at Illesheim, initially to the same
50% GG strength, As vacancies existed and if their filling did not

create a hump, fill beyond 50% was authorized.

Deletion Requests
Early during VOLAR-71, personnel turbulence threatened to completely
disrupt the measurement and administration of the test. Accordingly,
DA instituted procedures whereby requests with justification could be
submitted by installations directly to the Office of Personnel Operations
(OPO) for deletion froin reassignment orders. OPO action is
summarized in Table 2,

Table 2

Summary of 1/
OPO Action on Deletion Requests—~

INSTALLATION REQUESTS APPROVED PISAPPROVED
Fort Benning 316 156 160
Fort Carson 544 316 228
Fort Ord 13838 604 784

1/
=~ thru 4 Jan 1972

11



Funding
It goes without saying that VOLAR, as it was initially conceived and
ultimately implemented, wo;nld have been impossible without the dollar
resource support provided by DA, That support was principally in the
form of OMA funds, which in FY 71 were reprogrammed DA funds
totaling $25 million for VOLAR, In FY 72, VOLAR appﬁ.red as a
separate line item entry in DOD's Project Volunteer Budget and was
funded at $72 million, These OMA funds were supplemented with

lesser amounts from other appropriations.

Included in FY ~ MVA funds were $5.0 million dollars for civilianizing
KP in U,S. Army, Europe, Because of program huplcn;tentation delays,
this sum could not be fully utilized for hiring KP'Q {n the last half of
FY 71. DA proposed and USAREUR agreed to applying the balance
supplemented by an additional $2 million from DA to:aboginning a modest

MVA experiment such as the ones underway in CONUS,

It became clear during the review of the initial plan submissions that
certain proposed projects could anot legally be funded by the OMA
appropriation, Reprogramming of the available OMA funds was considered

and rejected because of unacceptable delays and Congressional resistance.

12



To consider all innovative possibilities other {unding means were sought,
Certain activities clearly fell within the Family Housing Management
Account (FHMA) which DCSLOG was able to fund. Some of the proposed
facilities work involved maintenance, repair or minor construction which
exceeded the statutory limit above which OMA funds could not be used,
In FY 71,a special $4.2 million MCA reprogramming action was
approved by Congress to proceed with these projects (See Appendix K),
For other projects DA could find no legal authority under which

any type of appropriated funds could be used, Special non-appropriated
fund welfare fund grants were provided by DCSPER for these purposes
(See Appendix J), Certain equipment purchases also required special

DA funding, this time from the Procurement of Equipment and

Missles, Army (PEMA) Account,

Table 3 presents a summary of total FY 71 and FY 72 VOLAR f{funds

by appropriation and installation,

Civilian Hire
The VOLAR-71 program was initiated at about the same time as

a CONUS-wide reduction in full-time permanent personnel ceilings.

13
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Many proposed projects required additional civilian hire, several in
areas where personnel cuts had just been accomplished. The effect
of the VOLAR project, then, was to restore some of these cuts.
VOLAR hire against civilian spaces currently allocated was authorized.
Additional spaces were available through regular manpower channels,

but never required.

Mo.st of the new employees hired were on temporary appointments

not to exceed one year, The majority of temporary employees were
in the graded wage board positions, such as ground maintenance, and
were specifically identified as VOLAR support personnel. A number
of permanent appointments were made in hard-to-fill positions such

as journeyman. craftsmen, hospital personnel, and a few professionals.
The largest number of civilians hired were in support of the Facilities
Engineer, normally an installation's larj.eot single employer, Table 4
presents a summary of civilian and contract hire support of all
installation VOLA-R activit'lel.‘ Installation-level detail is presented

in Appendix B,

Authority to extend the initial one year VOLAR temporary appointment

through 31 December 1972 was received from the Civil Service

15
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Commission to allow adequate time to complete the VOLAR experiment
and validate the results without penalizing other permanent or temporary
employees who might have been affected by the FY 72 reduction in the

Army's full-time permanent personnel ceilings.

‘Equipment Support

A basic VOLAR objective was to n.turu soldiers to soldiering by
releasing them to the greatest cxtonf possaible from ancillary, non-
miiituy duties. This was accomplished not only through civilian
hire, but also by the purchase and use of hbor;uving devices to
increase the efficienty of performing tasks such as grass-cutting,
building, grounds and vehicle maintenance, and trash collection.
The conceptual approval of equipment which was required in support
of a particular VOLAR project l;ul which required DA authorization

was included in DA's approval of the proposed VOLAR project.

- In FY 7] the ndulrom.nt to submit Table of Distribution and Allowances
(TDA)/Modification Table of Organisation and Equipment (MTOE)

changes was first waived and then :;;odm-a to require after-the-fact
TAADS (the Army Authorization Documents System) documentation.

In FY 72 requests for increases in TDA/MTOE items of equipment

in support of VOLAR were submitted for documentation in accordance

12



with established emergency authorization procedures. ’Roquoiu were
required to include sufficient juot.iﬂcation to indicate how the particular
items would enhance the VOLAR test. The submission of reqQuests

for such increases for VOLAR-?Z.tult'ulhtionl were authorised prior
to FY 72 to reduce delays. Requisitions for approved equipments,

however, could not be submitted until FY 72,

Additionally, SAMVA sponsored a series of visits by Office of the
Chief of Engineers specialists in maintenance and services equipment
and land management of VOLAR-72 i{nstallations to assist them {n the
selection and acquisition of such equipment for grounds maintenance.
Given particuu_r attention wou'thou items needed to compensate for.
labor previously contributed from troop units, prcdomlaltﬂy in
grounds maintenance snd policing responsibilities. A detailed an-site
review of current plans and methods was also performad to sssist in

optimum performance of grounds msintenance.

EXPERIMENTAL VOLUNTARY ARMY TRAINING PROGRAM (EVATP)

The Fort Ord coatribution to VOLAR consisted of two distinct, but

18



related components: (1) life s}ylc inne. vions as discussed above,

and (2) development of new. techniques of basic and advanced individual
training. Commencing in January 1971, the modified approach incor-
porated individualized, self-paced, ''hands-on' instruction in job-
relevu.:t situations, and performance-based assessment of specific

skills at key points in the instructional process. By the fall of 1971,

the Fort Ord EVATP was being used as a model by other Army Training
Centers in accomplishing a CONARC-directed, CONUS-wide program
re;riaion which incorporated the best features of the then present

program and EVATP to provide tougher, more comprehensive training,

The course objectives and performance tests used in the 16 week EVATP
were determined jointly by Fort Ord and HumRRO and validated by

Fort Benning, the training proponent, Seven skill subjects in the 8
week BCT program were changed to a performance-based system,

Advanced Individual Light Weapons Infantry training (11B MOS) was

‘converted to performunco-bu'cd techniques and reduced from eight to

four weeks, and three weeks of either Mortar Crewman (11C MOS)
or Mechanized Vehicle Driver training added. Gradual conversion to the

complete EVATP system was accomplished over a 4 month pericd,

19



A complete discussion of EVATP is prcsented in HumRRO Technical

Report 72-17, (<) rfor -0 e
Develo the Voluntee n ogra
REPORTING

DA made conscious efforts to minimize the number of reports required
from the VOLAR installations, Certain installation or command reports
required to provide the necessary information and justification for
evaluating or programming expanded resource supported actions were,
however, periodically required:

(a) Major commanders report to the Chief of Staff on MVA actions,
initially required bi-monthly, then quarterly and finally semi-annually,

(b) Project VOLAR Financial Report (RCS CSCAB-285), submitted
by VOLAR-7] instzllations monthly and containing funding level, expendi-
ture and obligation levels of each VOLAR project.

(c) Financial Status of Mpdorn Volunteer Army (RCS CSCAB-285),
submitted quarterly by all FY 72 MVA activities, to include VOLAR-72
installations, on the status by .fincal code of appropriated funds allocated
for VOLAR projects and other MVA purposes.

(d) Supplemental MVA/VOLAR Report on Funded Manpower

Resources (RCS CSFOR 78), submitted quarterly beginning for the pcriod

20



ending December 1971, on mil.itary and direct or indirect hire civilians
by functional area, detailed personnel, and service contract personnel
performing unit level as well as post level support functions.
(e) Installation-level VOLAR evaluations, submitted each six
months beginning at the end of FY 71, through the period ending 30 June 1972,
(f) MVA Statistical Data Report, submitted by VOLAR-72 installations
during the first quarter and then discontinued on morale and discipline

indicators,

RELATED SUPPORTING AREAS

A number of MVA programs, though not a formal part of the VOLAR
test, contributed significantly to it. The specific effects of some of
these will be discussed in Chapter 4. The objective hese is to

describe these contributing programs,

Barracks Improvement Program
The FY 72 MVA Budget contained two programs to improve barracks
living conditions. The first, a $2 million OMA program, was designed
to provide privacy in temporary, World War II barracks principally
by the installation of a commercial demountable partitioning system.

The sccond and larger, a $42,5 million MCA program, involved

21



permanent privacy partitioning and minu. ciectrical work, or complete
modernization (to include partitioning) to new construction standards
in permanentbarracks, Twelve CONUS VOLAR posts plus additional
VOLAR installations in Hawaii and Alaska were among more than 30

installations world-wide who participated.

The scope of this barracks improvement program and specific installa-

tions involved are summarized in Appendix C.

Barracks Furniture Program

In FY 71 VOLAR installations spent $6 million on barracks furniture --
desks, chairs, desk lamps, and rugs. The FY 72 Budget contained
$10 million to procure barracks furniture world-wide in support of the
MVA, Procurement was deferred until the August 1971 Fort Jackson
display and then accomplished centrally by GSA-Washington, Nine of
the VOLAR-72 CONUS installations plus each of the three VOLAR-72
overseas commands were reciﬁientl of these extra OMA funds. The
remaining four VOLAR posts, all VOLAR-71 installations, completed

their barracks furniture procurement with VOLAR-72 funds.

A breakou: of the $10 million FY 72 Barracks Furniture program by

command and CONARC installation is also included in Appendix C.
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Unit of Choice Recruiting
On 1 February 1971, DA began a CONUS Unit of Choice Enlistment
Option which offered qualified ap.plicant- training in the combat arms
in an MOS to be determined by the' Army, and 6 months stabilization in
the applicant's unit of choice upon successful completion of training.
On 15 July 1971, the period of stabilization was increased retroactively

from 6 to 16 months,

As a result of the success of the CONUS Unit of Choice Enlistment
Option, a similar prog'um waz initiated, tested and by the end of FY
72 expanded to allow 23 units to recruit for numerous non-combat
MOS, This option, the U,S, Army Special Unit Enlistment Option,
offered the applicant a selection of MOS in which to receive training,
choicc of units in the program, and 16 months stabilization with that
unit upon successful completion of training. In addition, a similar
program was implemented for 6 CONUS-based Military Police

‘ battalions.

Seven additional unit of choice type enlistment options offer applicants

training in various MOS and overseas assignments of their choice,

Although most of these programs were funded from other MVA sources,

23



some did receive a degree of VOLAR [ual support., Whatever the fund
source, however, Unit of Choice recruiting programs did impact on
VOLAR, and VOLAR on the Unit of Choice Pro.gum. To assist in
assessing this impact, the participating units, the effective date they
became participants in the pro;um. and the total numbers recruited

through the end of FY 72 are listed in Appendix D,

Centralizsed Feeding Experiment
An.outgrowth of :oramendations from the DA Subgistence Operations
Review Board was a time-phased Army-wide food service improvement
program,. A major project inthis seven-year plan was the establishment
of centralized food preparation facilities which would support many
units, operate 'with fewer kitchen personnel and less equipment,

and permit more accurate forecasting, recipe calculating, and yield.

An interim centralized food preparation facility was in Oporition at
Fort Lewis durlni FY 72, 'rh; Fort Lewis system prepared and
‘delivered chilled anf frosen foods to six dining facilities and operated
a central dishwashing facility, Dining facilities were modified to
accomodate the new serving technique and to improve the dining
atmosphere. Modular, free-standing serving units provide heated cr

chilled foods in a self-service serving line.
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CHAPTEK

THE EVALUATION PROCLSS

A VOLAR evaluation plan was established as an lnto‘gul part of the
VOLAR experiment to provide for a systematic analysis of the effective-
ness of VOLAR actions in accomplishing overall MVA objectives and to
develop associated information for use both in refining the on-going
progran: and in determining which aétiono .vou most nppro;;riato for
cintinuing application on an Army-wide basis. The methods of assessment
consisted of:

o Specific evaluative studies of attitudes about the Army and VOLAR
and MVA innovations conducted by each VOLAR installation.

o A series of attitude and opinion surveys administered across the
several VOLAR locations, and Army-wide.

© An analysis of cost data associated with _VOLAR projects and actions,
and

o A series of studies associated with Experimenntal Volunteer Army

Training Programs (EVATP) training innovations.

GENERAL CONCEPT

To provide the most thorough possible analysis, two levels of VOLAR
evaluation were undertaken. One level consisted of assessments by
VOLAR installation commanders, with technical guidance and assistance

from a contracted research anc analysis organization. Each commander



judged which actions he had undertaken were most effective in
strengthening prdollionauim or improving Arrpy life. A second, over-
all evaluation was simultaneously conducted by a contractor under the
direct supervision of SAMVA. His task was' to dstarmine the impact of
VOLAR actions on attitudes and retention in terms of their generality

for application on an Army-wide basis.

Installation/Command Level Evaluation
The responsibility for the evaluation of VOLAR at installation level
rested with major commanders. In CONARC, each installation
conducted its own formal evaluation. Analysis above installation
level was not required. Major commanders overseas conducted and
evaluated VOLAR at major command level. Installation/command level
evaluations, in assessing the many aspects of VOLAR innovations,
utilized the services of both military and civilian personnel from their
own resources. In some cases civilian consultanis were also hired by

the installation.

As in the administration of the VOLAR program, the dacision was made

not to dictate rigid approaches for the installation-level VOLAR evalua-
tions. Recognizing, however, that many installations in FY 72 lacked the in-
house capability to conduct an evaluation such as that required of VOLAR,

DA contracted with System Development Corporation (SDC) to provide
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technical assistance tc commanders in preparing their VOLAR-72
evaluations. SDC providcd't.ochnietl, support in the

development of analyses plans, quntl&mdru and methodology, training

in questionnaire administration, quality control of data,collection procedures
and use of data,and preparation of evaluation reports. This support was
provided duringa VOLAR evaluation woriuhoy co-hosted by SDC and SAMVA,
three liaison visits to each VOLAR installation, and by telephone and

mail consultation.

Within the general guidlines prescribed in the DA VOLAR Evaluation
Plan, installations had the freedom to choose between a number of
evaluation tools. The various types of analytic tools used by the VOLAR
72 installation are presented in Table 5 . Appendix E summarizes

the types and composition of these various analytic tools by installation.

. Table 3
VOLAR-72 Installation Level Evaluation

Type of Analysis | # Installations
Permanent Party Questionnaires 16 (All)
Trainee Questionnaires 2
Commanders Questionnaire 5
Dependents Questionnaire 7
Cost-Effectiveness Analysis 4
Career/Separation Decision Study 3

27



Contractor Evaluation
Department of the Army responsible for the overall evaluation of
VOLAR, selected different contract research organisations in FY 71

and FY 72 for this task.

In FY 71 Human Resources Research Orgapnization (HumRRO) was the
principal DA contract evaluator. They concentrated their -effort in a
ler.iel of studies:

© An evaluation, with Fort Ord, of the combined effects of the
Experimental Volunteer Army Training Program (EVATP).

© A comparative study of men assigned to training at Forts Ord and
Jackson between January and July 1971, to include: a longitudinal analysis of
Questionnaire responses by men as they progressed through training;
a questionnaire study of trainees from the Midwestern United States,
compared with regular trainee input at the twoposts; a questionnaire
study of Fort Jackson trainees who participated in an accelerated
individual training program, co'mparod with EVATP trainees at Fort
Ord and 'control" trainees at Fort Jackson; and a study of the background
characteristics and perception of Army conditions of men who go AWOL
while in BCT or AIT,

¢ An evaluation of the effects,on permanent party personnel at
the VOLAR--71 test and control installations and a Army-wide 1%

sample,of a number of different, rather general VOLAR innovation



made at VOLAR-71 installations. Included in this study was an analysis
of the career intentions oxp.ro'uod by VOLAR-7] permanent party
personnel and any actual reenlistment or separation action they may
have taken prior to 29 February 1972,

0 An evaluative summary and consolidation of the findings of both

HumRRO permanent party and VOLAR-7]1 installation evaluations,

Research Analysis Corporations (RAC) comtribution to the VOLAR-71
evaluation was a cost-effectiveness analysis in which they determined

the cost of VOLAR-71 actions and related these costs to the effect |
which they had on the attitudes of military personnel, In FY 72

RAC evaluated the effectiveness of the entire MVA program on accessions
and retention and attempted to select the least cost mix of MVA

projects and funding levels to meet Army manpower goals.

~ HumRRO, though not the principal evaluator, made lignﬁlcant
contributions to the VOLAR-72 evaluation. They developed the FY 72
survey instrument using experience gained during VOLAR-71, They
also conducted an analysis of responses to questionnaires administered

in FY 72 to samples of men surveyed at VOLAR installations in FY 71
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to determine whether there were differy (- in the reaction of the men
to VOLAR programs at VOLAR-72 locations, depending upon whether or
not the men received their training or were assigned to a VOLAR-7]

installation,

SDC was the principal VOLAR-72 evaluator, In addition to technical
support provided VOLAR-72 installations, they were responsible for:

o Evaluation of data from the VOLAR-72 questionnaire developed
by HumRRO to determine: the attitudes of both VOLAR and non-VOLAR
soldiers toward the Army and identify attitudinal changes over time;
which VOLAR actions had the most positive effects on attitudes toward
the Army in general and on retention; and which type of projects had
the greatest effect on pro!ouio?anlm and Army life,

0 In-depth interviews with selected individuals who reenlisted and
those who did nc‘n.

o An evaluative summary and consolidation of the find{ngc of
the VOLAR-72 evaluation, to include the VOLAR-72 installation/command

Jevel evaluatiocns discussed above,
VOLAR versus non-VOLAR

In the VOLAR-7]1 experiment the only variable clur‘ly controlled was

money available for improvements and innovations at the experimental
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posts, but not at the control posts, which were free, and in fact encouraged,
to innovate within available .u..mcn as they uvl fit, Furthermore,
there were Army-wide innovations in effect at all posts. Sﬁxco there

is no reason to suppose that expensive innovations will, in principle,

be any more effective than cost-free innovations, the distinction

between "experimental" and ''control" conditions was not maintained

with any rigor, except for the Expoﬂmmll Volunteer Army Training
Program (EVATP) where radical changes were made to basic and
adv.anced individual training itself. Ncwrt.holou. !o;- the mass of data
developed in conunction with the VOLAR ovﬂmﬂon'to have any appli-
cability on an expanded basis it was necessary to determine the back-
ground characteristics, attitudes, and reenlistrtnent plans of an Army-
wide sample that could be \uod.to support generalisation of the ﬁndim';-
from the study of VOLAR iuhlilﬂou to the onﬂ;'o Army, A secondary
purpose was to provide a baseline to compare the results of the VOLAR

studies discussed above and for future Army-wide attitude surveys.

SURVEY INSTRUMENTS

As illustrated above, a number of methods were used to assess the
effectiveness of specific VOLAR actions and the program overall,
Commanders (and even contracters) uuld both subjective and objective

techniques in an effort to measure the effect of VOLAR on the morale
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and performance of their commmands, ‘ihc principal evaluative tools used
to measure the effects of 'VOLAR innovations on attitudes and career
intentions, however, were attitui.iml questionnaires administered to
officer and enlisted personnel assigned to VOLAR test and control
installations, and to othor-tlun-VOLA!_! participants Army-wide., Two
such sets of questionnaires are the subject of this section: permanent
party questionnaires administered in both FY 71 and FY 7.2. and three
different questionnaires administered to VOLAR-71 and VOLAR-72
control trainees is they progressed through Basic Combat and Advanced

Individual Training.

VOLAR Surveys I, IO, I, IVE and 1VO
The FY 71 HumRRO Survey, VOLAR-1V E for enlisted personnel and |
VOLAR-IV O for officer personnel, asked questions on background
characteristics, attitudes toward the Army and reenlistment, the impor-
tance of a number of specific actions or aspects of Army life ‘(Check
List 1), the chance of finding an item in the Army (Check List 2), notice
of .innovatiom when they took place (Check' List 3), and the degree to
which certain items would influence the respondent to reenlist in or leave

the Army (Check List 4).

The three FY 71 trainee questionnaires, VOLAR-I, 1I, and III used
Check Lists 1 and 2, 1-3, and 1-4 respectively, and were administered

to trainees during their "fill", eight (last) week of BCT, and eighth (last)
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week of AIT, In addition, VOLAR I asked a question on draft motivation
and both VOLAR II and III asked questions on training. No separate

trainee questionnaires were administered in FY 72,

MVA Evaluation Questionnaire FY 72-E and FY 72-0
The FY 72 survey was developed by HumRRO and administered by SDC,
Basically a refinement of the FY 71 ourv;y ingtrument, it asked for the
same general background, attitude and reenlistment intent information.
In lieu o the four Check Lists, however, the questionnaire asked a three
part question on 88 different items. The respondent was first asked
if he had noticed a change in that {tem; if u;:. he was then asked if the
change was good or bad, and what effect that change would have on

his intent to reenlist.

STuz!;\{ey items in both the FY71 and FY72 questionnaires are summarized in
able 6,
Sample Selection

VOLAR permanent party attitudinal questionnaire were administered to
approximately 450 enlisted and 50 officer personnel from the total
military population of each VOLAR post. In FY 71 samples were drawn
using the last two social security tccount'numbor (SSAN) digite, and so
that no individual was tested more than once., In FY 72 some samples
viere completely randomly drawn; others included designated VOLAR-71
followup personnel as will be discussed bslow, All BCT and Infantry
AIT trainees at Forts Ord and Jackson completed the VOLAR-], II, and

III questionnaires.
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In both FY 71 and 72 an approximately 1% Army-wide sample (less
trainees, VOLAR participants, Southeast Asia personnel and personnel
not stationed on a military installation) was drawn using the last two

SSAN digits.

Administration
During the last five months of FY 71 permanent party questionnaires
were administered eleven times at Forts Benning, Carson, Ord, Jackson
and Knox, and twice at Fort Bragg and in USAREUR. Th; trainee
questionnaires were administered to all men who began training during
the period 25 January through 21 June 1971, and as men progressed
through training, The last trainee questionnaire was administered during

the week of 11 October 1971,

In FY 72 questionnaires were administered in December 1971, March

1972, and Juie 1972 to the three type installations shown in Table 7

~

Table 7
VOLAR - 72 Survey Administration Schedule
Type 1 Type U Type 11

Fort Campbell Fort Benning In USARE.UB At
Fort Dix Fort Bragg Gelnhausen
Fort Hood Fort Carson Kitzingen
Fort Jackson

Fort Knox

Fort Lewis

Fort Ord

Fort Polk

Fort Sill

Fort Greely

Fort Richardson

Fort Wainwright
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For the December and June administrations, Type 1 installations drew
samples randomly selecting 'o;ory n-th person from a DA supplied post
roster. At Type 2 installations each sample included all Fort Ord
and Fort Jackson traines follow-up personnel plus a randomly selected
post sample which together totaled approximately 500 men., At Type

3 installations each sample included all trainee and all VOLAR-71
permanent party follow-up personnel plus a randomly drawa sample
which together oqx'u‘uod.or exceeded 500 men., For the March 1972
administration all installations were treated as Type I, i,e., the
entire sample was randomly selected and no follow-up personnel

were included,

In FY 71 quutionndru were developed, printed and administered
by HumRRO, In FY 72 HumRRO dovolopoci the survey instrument,
Printing was contracted for by OSAMVA, The Adjutant Gopeul'o
Office (TAGO) distributed the questionnaire along with administration
_instructions prepared by OSAMVA, The Army-wide surveys were

distributed and collected by the Office of Personnel Operations (OPO),

VOLAR survey administration details are presented in Table 7,
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ANALYSIS
The mass of data generated during.VOLAR was analyzed in a number
of ways. In general, however, the analyses addressed these qm;ﬁona:

o What was the attitude toward a particular VOLAR action, as
mecasured by questionnaire or interview?

o For what types of soldiers did1 the VOLAR action have th: greatest
impact?

o What was the relationship between attitudes toward the VOLAR
action or program, as portrayed by performance and statistical data?

o What was the relationship between the impact of the VOLAR

action and its cost?

Attitudinal Data
The primary question addressed throughout ths VOLAR test was that of
determining which of the various actions had the most positive impact
on attitudes toward the Army as a whole and on retention, At &xe
same time, other relevant aspects which might hear on the interpre-

tation of results and on the conclusions to be drawn were'aloo addressed,
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e.§., the effect that demographis difference among posts might have on
the apparent impact of certain' VOLAR actions.

The general plan followed by HumRRO i{n analyzing VOLAR-71
information was to determine how much a criterion, such as
reenlistment intention, was related to background, attitudes towarfl

the Army, and to certain experienceswith the Army, particularly with
VOLAR innovations, Information collected on personal morale, general
attitudes toward the Amy, and attitudes toward specific features,

taken iu conjunction with the background information on the respondents,
was used to assess the general input of Army life upon men of differing
backgrounds. Using the number of favorable responses to 10 questions
concerned with feelings about the Army, HumRRO developed a Corhpoaite
Attitude Score as a measure of general ‘attitude toward the Army,

Stated reenlistment intent provided a measure of specific attitude,

The Check Lists provid.cd data concerning specific innovationis which,

in turn, was analyzed over tims and with each other. Data analysis

" was done, for the most part, in terms of posts, time of questionnaire

administration and the characteristics of the respondents themselves.

In FY 72 SDC made the same type analyses on background characteristics,

general attitude toward the Army as measured by a Composite Attitude
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Score , and reenlistment intent, Initial data analyses were made utilizing
automated statistical analysis progx:am to provide selected sets of
descriptive ('meann. standard deviation, frequency counts, percentages,
correlation ratios, etc.) and sampling (analyses of variance and
chi-square) parameters, Significant patterns, trends, and relationships
both among the sets of questionnaire response data, and between these

data and those derived from other sources such as installations - level

evaluation reports were identified,

Cost Effectiveness
A cost effective analysis, used first by Research Analysis Corporation
(RAC) in FY 71 and later by VOLAR-72 installation using the RAC
approach, was conducted on a fived cost basis to determine how much
effectiveness could be achieved in return for a given expenditure
of resources., The evaluation of effectiveness was based hr,gel)"
on the results of attitudinal surveys which measured the effect of VOLAR
actipnl on stated :senlistment or career intent, and on the expressed

degree of soldier satisfaction with different VOLAR items, (See Appendix F),

The first step in the cost effectiveness analysis was to aggregate project
costs to a number of assigned VOLAR categories corresponding to

the survey instrument, An 'effectiveness score'' was then computed
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for each VOLAR project category by multiplying the satisfaction score by
the precent improvement score (or most important areas for improvement).
The aggregated costs and effectiveness scores were ranked and

correlated using the Spearman formula for rank correlation,

Morale, Discipline and Performance Data
Among the measures taken to evaluate the effect of VOLAR was the
analysis of morale, discipline, and performance data. These included
not only traditional morale and discipline indicators such as delinquency
data, AWOL's, Article 15's, courts martial, and reenlistment and

retention data, but also the subjective view of commanders at all levels,

INTERPRETATION OF DATA

The key to drawing meaningful conclusions from the mass of data
generated during VOLAR 1is in proper interpretation. Interpretation

of attitudinal data begins with a review of the survey instrument. How
- did the questionnaire address the questions to which you are seeking

answers? Should one expect systematic differences between sampling
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results and the trye population value? This section will discuss these
and other factors one should consider.

Influencing Factors
VOLAR was not an "experiment' in th'e true sense of the word, Arm);.
wide MVA innovations were in effect at all posts. No or bw cost
innovations were being implemented by VOLAR and non-VOLAR
.commnndeu alike, The Army was in considerable turmoil, As
Vietnam wound down the size of the Army was reduced. As efforts
built to reduce reliance on the draft, the Congress enacted sizeable
pay increases, especially at the entry level, and special pay incentives,
DA acted as well, expanding recruiting activities and options and
raising the quality standards of recruits and careeriltl.. With the
imposition of stringent strength ceilingsthe Army was forced to involun-
tarily release tens of thousands of officers and men before their normal
term of service expired -- -- this in the face of high unemployment.
Appendix G presents a chronological recap of Army-wide actions tht
u};ould be considered when interprcting the results of attitudinal data

or the VOLAR program as a whole,

VOLAR Administration

Just as with EVATP, development and implementation of VOLAR
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required several months. Individual plins were in almost all cases,
approved before the effective ‘start data of the program, In spite of
this, however, procurement of equipment in support of VOLAR experienced
delays ranging from a few months to almost a year in the case of
barracks furniture, Procurement :"quhtlom requiring exhaustive
advertising and bidding procedures added months to the start dates

of numerous projects. The FY 72 Barracks Improvement Program,
though not a VOLAR project, had received considerable publicity
beginning early in the fiscal year but by year-end had barely begun,
Civilian hire required to support a number of VOLAR

projects was slow, In the case of some skills such as journeyman
craftsmen, medical technicians, or professionals, advertising
procedures were extensive and personnel were difficult and sometimes

impossible to find,

To illustrate this problem, consider Fort Riley, a fairly typical
installation,in the implementation of their VOLAR program, At the

| end of the first quarter of FY 72 only 13% of their original 56

projects were on-going or completed, in the second quarter 33% were

completed, 21% in the third quarter, and 20% in the fourth quarter,

At the end of FY 72 eight projects had nct been completed,
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Statistical Methodology
The mean rating was perhaps the most used statistic for characterizing
or summarizing the responses made by survey respondents. The ranges
of the rating scales were very small (generally 3 or 5 points), while
the mean rating differences derived from them were even smaller,

To spread them out, therefore, they were generally rank ordered.

Three precautions must be observed when interpreting such ranks:
(1) while the highest and the lowest ranks are usually trustworthy,
*anks in the middle are not; (2) the highest and lowest ranks are
relative positions and do not necessarily correspond to the highest or
the lowest or any other possible rating on the rating scale; and (3)

ranks show nothing about the absolute value of the mean rating.

A final note should be made about 'significance''., Contractors and some
installationshave been very careful to report the extent to which an
observed difference betwecen two measures represents a real difference,
tﬂat is, one not due to sampling error, While a difference, may be
atatiatically significant, however, it may not be significant in the
practical sense., In addition, when a difference is not identified as

statistically significant, no real difference may, in fact, exist.
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Post Compas’ i s
Both HumRRO in FY 71 and FY 72 report considerable differences
among VOL'AR and non-VOLAR samples in terms of many of the demo-
graphic characteristics of the questionnaire respondents, HumRRO
concludes that comparisons can not be made between posts using data
developed unless all appropriate statistical compensations sre made for
such differences. SDC expresses a similar waraing, suggesting tfmt the
differences in demographic characteristics could, in a hrg'e measure,
account for or obscure differences in attitudes toward the Army and in
VOLAR action effects. The message is clear -- installations should not
be comparea with other installations, Tﬂl is especially true of re-
enlistment intention or even actual reenlistment data because of
compensations which must be made for age, race, region of origin,
marital status, education and the like, On the other hand, there are
less likely to be demographic changes within a post over time and
observed changes are more likely to be attributable to factors within

the post and relatzble to VOLAR activities.

VOLAR-72 Questionnaire Format
The VOLAR-72 questionnaire addressed 88 different items in this
manner: "Have you noticed a change? If so, do you think it is a good

thing? Would it affect your plans to resmlist or lopvo the Army?"
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Seemingly illogical conclusions could result if the interpreter of the data
fails to consider these factors in.actions wherein changes were noted,

o Chu'xgen in one area may have resulted in changes in another area
but the cause of these latter changes had been erroneously credited
by the respondent.

o Changes were assumed to have been made because the item
appeared in the questionn:ire, the change occured at another péot.
or because of publicity,

¢ The change noted had in fact occurred but was not due to a
VOLAR acticn or was funded from other sources and therefore not
identified in VOLAR actions listings.

o The change referenced by the respondent was that experienced

in transferring from one post to another,

Negative responses to actions that should logically have favorable results
might have these possible explanations:

o Actions might have been taken only in selected units with
r_elultant dissatinfaction in unsupported units,

0 An action was implemented and subsequently curtailed or dis-
continued,

o An action, while in a favorable direction, was less than expected

o An action, while good in and of itself, may have bad consequences.
Relief from KP, for example, may not be favorably received if the

soldier is not employed in meaningful training or work,
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SHORTCOMINGS
The U.S, Army Audit Agency. (USAAA), in response to a request from
SAMVA, conducted a review of VOLAR evaluation procedures. Their
findings with some explanatory comments are helpful in interpreting the
present findings and as an aid in‘extcnding and refining future MVA
evaluation efforts.

Installation Level Evaluation
Shortcomings were noted in five general areas:

o Reports were not uniform in pncnl content or presentation,

The installation evaluation, however, was purposely decentralized to

serve the needs of DA and those of the installation commander, A
lack of uniformity did not, in itself, degrade the effectiveness
of the installation evaluation,

o More elaboration in discussion form of the statistical data was

needed,

o Questionnaires were not uniform in general content, presentation

or wording . Somewhat greater questionnaire rafinement would have been
beneficial if time had permitted. A highly structured, centralized
questionnaire, however, would not have provided the installation
commander the necessary degree of focus,

0o Multiple attitude questionnaires administered at the same
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addresging the game areag of jnierest . re pot compatible
in_compogition or structure. Complementary studies were,

however, being conducted in parrallel, each employing questionnaires
designed to best serve the objectives of that particular study. Since
similar areas were being addressed, similar supporting data such as

demographic characteristics, attitudes and action effects were required,

o Statistical treatment and reporting wag not uniform,

nor was it to be expected with the varying capabilities which
existed at the installations. The major emphasis by
the installations should have been placed upon interpretation rather than

the development of fancy analysis techniques.

Contractor Evaluation
Shortcomings were noted in these areas:

o Report did not correlate attitudes to specific projects, Prior
existing conditions and needs were sufficiently different among the wricty
of installations that Army-wide conclusiongor recommendations
m\;st address a general type of action rather than a specific project,

° M&M&ﬂﬂw
jtems. This should be the subject of any future refinement in the

questionnajre,
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o The appraisal of the impaci of niijor actions, such as civilian

KP, was based on regponscg to a single question, alt e
diffcrent actions may have been implemepted in the azrcp referenced,

The. desirability of a larger number of questions must, by necessity,
be balanced by the practical size of the survey instrument., In most
cascs focus hadto be on the relative effect of types of actionswith’
supplemental information darived from the installation repc;rtl.

o Ragpon to_que : [
illogrical results, Overall action effects should have been,and in most
case were, cxplained, Installation-level detail should be interprcted
in light of what was discussed above under VOLAR - 72 Questionnaire

Format,

o Scoring and attitude computations on individual questions ghould
be limited to those installntions that had VOLAR »cUona in cffect,

The multitude of action categories, changes implemented independent of

the VOLAR program and the possibility of spill-over ruled against such

an approach,
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CHAPTER 3

*
ATTITUDES

This Chapter will summarize .VOLAR-H and 72 findings which describe
the VOLAR 'partlcipant. his attitudes toward the Army and the VOLAR
program, and areas of significant differences in his attitudes and
those of non-VOLAR groups studied, It will also discuss t:ends in
these attitudes over ‘timo. Finally it will discuss some of the more

common characteristics of men staying in the Army,

BACKGROUND DATA

Information collected on the respondent's background was used in
analyzing their attitudes and reactions to innovations. Age, rank,
and length of service, for example, can be expected to influence

reactions to innovations.

Enlisted Personnel
There are differences in the backgrounds of enlisted men in the
_ permanent party at VOLAR and non-VOLAR installations in both
FY 71 and FY 72,
Age, The VOLAR and non-VOLAR survey respondent in FY 71 was
generally younger than the FY 72 respondent, perhaps becsuse of

the FY 72 early release program, In FY 7] the average VOLAR

#See Table 16 (p. 127) Summary of Attitudes Towerd the Army



participant at 23,1 years of age vas s' ., 'y younger than his Army-
wide counterpart (49,2% of the men were 22 years old or younger versus
50,5%). In FY 72, the non-VOLAR enlisted group also had a higher
avex;tgo age (25.8 versus 24.4 years). Average age at the posts

varied from less than 22 years at Fort Polk to over 28 years at

Fort Sill,both in FY 72,

Grade, The average grade for both VOLAR and non-VOLAR samples
in both FY 71 and FY 72 was between E4 and E5, The FY 71 Army-
wide and FY 72 VOLAR groups were slightly junior to their opposites.
Average grade varied from 2,4 at Fort Dix to 5,3 at Fort Sill during
different survey ldminlltntl.on in FY 72, | |

Iime in Army, The percentage of men with less than two years
of service held fairly constantly at VOLAR-71 and VOLAR-72 pocfl drifting
slightly from 55 to 53%. The Army-wide sample, on the other hand,
dropped drastically from over 60 to 39%, Individual posts vary from
a high of 96% at Fort Benning to 22% at Fort Sill, both during the June
1972 survey administration.

Race., The overall racial mix shifted slightly blotwun FY 71 and
FY 72 with a small increase in the percentage on non-whites. VOLAR
posts, on the average, had 2-3% more non-whites than the Army-wide
sample., The racial mix varied considerally between VOLAR posts
from 13% non-whitesat Fort Greely to 4i% at Fort Dix, in different

FY 72 survey administraiion
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Marital Status, The percentage of married soldiers changed
slightly from FY 71 to FY 72, decreasing for VOLAR sanmiles (57 tn 50%)
and lncnui.ng for the non-VOLAR sample (49 to 56%). Individusl
'umplo marital rates ranged from 27% at Fort Dix to 69% at
Fort Sill, both in FY 72,

Education. HumRRO did not present FY 71 data on the average
education level. The SDC FY 72 data, however, showsequal aversge
educational. attainment between VOLAR and non-VOLAR gamples.
Individual installation samplep, however, ranged from 11.4 years at

Kitzingen to 15.0 years at Fort Benning.

In summary this can be said about the background characteristics of
enlisted permanent party personnel sampled during FY 71 and FY 172,
o In background characteristic, the enlisted samples drawn
from one installation varied only ol!"htly during FY 71, In FY 72
several of the posts show marked changes from ome survey period

to another, possibly due to sampling procedures changed to include

~ designated VOLAR follow-up personnel or mission changes.

o Pat samples differ considerably from one another in demographic
characteristics. These pronounced differnces preclude post comparisons

until appropriate statistical compensations aie made,
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o In both FY 71 and FY 72 the V')LAR sarmples were generally
younger than the Army-wide sample., In FY 71, however, the VOLAR
samples were generally slightly more senior in grade,had a greater
percentage undo;- two years of service, and more likely to be married
than the Army-wide sample, In FY 72 the VOLAR sample was .nlhtly. more
junior,lad a considerably greater percentage of men with less than two
years of service, and less likely to be married thu; the Army-wide
sample,

o The FY 72 the characteristic of the survey samples generally
parallel those of U,S, servicemen as reported in '"Profile of the
U.S, Serviceman', dated 23 June 1971, in terms of age, percent
married, education level, etc. However, ths percentage of enlisted
men who had completed high school was somewhat lower. Generalization
of the VOLAR findings, is therefore appropriate.

o The observed differences between groups and the changes of
groups over time may obscure real difference in attitudes and in
reaction to VOLAR actionsor they may account for certain observed
di‘fieronceu and apparent change. To partially compensate for the
compounding effect of these demographic differences, the survey
samples were further partitioned into under-two and over-two years

service length groups in the analysis of attitudes and action effects.
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Osficer Yerae,
In many o the background characteristics the VOLAR sample of officers
in both FY 71 and FY 72 differ considerably from those of the Army-wide
iumplo. The VOLAR sample is younger by approximately two years, of
junior rank with 14-21% more company grade officers, has a lower
proportion of married men by 6 to 8%, and has an 8 to 10% greater
number of obligated tour officers. These differences are not l\ll"pl'illnl

considering the nature of the posts involved in the VOLAR sample,

As with the enlisted samples, post samples differ considerably in
demographic characteristics. For example, FY 72 post samples
varied in average age from slightly over 25 at Kitzingen to slmost
33 in USARHAW, The percentage of company grade officers varied
from over 93% at Kitzingen to 45% in USARHAW, both in FY 72,
Service length and tour status varied similiarly, ‘Marital otatve

varied from 58% at Fort Polk to 100% at Fort Carson, both in FY 72,

ATTITUDES TOWARD THE ARMY
Three primary measures of attitudes were employed in the anslysis
of questionnaire responses: Composite Attitude Scores based an the

percentage of positive responses to selected attitude items; expressed
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reenlistment intent; and changes in opinion of the Army. This section
discuseses this analysis, which, when considered in conjunction with
the background information, over time and between groups, can be
used to asses tl.u general impact of Army life and the VOLAR program

upon men of differing backgrounds.

General Attitude
When the intercorrelation of a set of related attitude quuﬁonl will
allow it, it is generally more convenient and more meaningful to
swamarize the responses made to them in the form of a more general
attitude score., A smoewhat general measure of attitude was obtained
in this way for both the enlisted men and the officers: o compoptto
attitude score, In FY 7] a set of 10 (9 for officers) and in FY 72
a sot & 19 items concerned specifically with attitudes towards various
features of Army life were combined into a measure of gensral attitude
toward the Army . These composite scores together with messures
of career intention were then used as primary indicators in summarising
analytical findings,
Overall, the most favorable attitudes are held dy officers in ﬁo. oves- )
two years service group, followed by the enlisted over-two, dhe.t

under-two, and enlisted under-two groups.

55



In terms of VOLAR/non-VOIL. i couups 2s, the attitudes of enlisted
men in the VOLAR-72 under-two group were significantly more positive
averaging 3.% higher in composite ,ttitude scores, than .thou of the
c&mpaublo non-VOLAR group. For the other officer and enlisted
groups there were no significant differences between the VOLAR and non-
VOLAR sets. Attitudes toward the Army are only slightly better in

the VOLAR-71 sample than in the Army-wide sample.

There were considerable differences among the VOLAR posts, in
both FY 71 and 72 in the attitude of their enlisted personnel.
While the composite attitude score for the VOLAR-71 sample was 57%,

the interpost range was from 48 to 59%. The VOLAR-72 under-two

group as a whole averages 44% with an interpost range from 30 to 60%; for

the over-two group, the average is 65% with a range from 48 to 73%,
While there were changes in the attitudes of enlisted personnel at

several of the posts, the relatively ranking of the posts on the basis
of composite attitude scores remained relatively stable both in FY 71

and FY 72,
Analysis of responses to individual attitude items provided additional

information bearing on major survey group attitudes and associated

trends. Item responses of particular note include the following:
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0 Only spproximately 40% of the enlisted sample likes -being in
the Army. Among the under-two year group this figure drops to less
than 10%. Both enlisted and officer samples, however, .are becomiag
increasingly positive.

o Only slightly more than 40% of the VOLAR and non-VOLAR
FY 72 enlisted samples feel their jobs are interesting and less than
49% feel their jobs challenging. Over 77%, however, feel their jobs
are important, |
o Approximately 35% of the enlisted and 50% of the officer FY 72
respondents (both VOLAR and non-VOLAR) indicate that the Army is
getting too soft, with marked differences between the over-two
(55%) and under-two (15%). However, the general consensus of opinion
as expressed in the VOLAR installation-level evaluation reperts is that
VOLAR responses are not attributable to MVA or VOLAR programs per se,
but rather to differences betwsen expectationsbased on prior

experiences and current realities.

Career Intent
The categories of the predictor variables combine in approximately
the same way for both Composite Attitude Score and Reenlistment
Intention based on regreseion snalyses on the entire sample,

and show essentially equivalent correlatioms with them, Those posts
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which rgnk highest in ccmposite attitvi: : vres of the undcr-two
group also tend to rank highest in reenlistment intent.

.Tho data on reenlistment Intention is summarized in Table 9

for the FY 71 and FY 72 VOLAR and Army-wide (non-VOLAR) samples,
for men answering Yeg or Not Sure to the survey question on reenlistment,
Taking the March 1971 Army-wide figares as standard, the overall
reenlistment intention of VOLAR personnel in both the und'or-t\vo

and over-two years service groups was below standard. Only one

post group, the Fort Ord over-two, was above the March 1971 sample,
By June 197] the under-two and by Decomb.or 1971 the over-two year
groups had reached or exceeded the March 1971 standard., Note,
however, that differences in reenlistments intent between a post and

the Army-wide standard reflects only the special selection of men

at that post. HumRRO clearly points out that in the FY 71 data,

when the background characteristics of men at different posts was
controlled, there were no significant differences in attitudes on

" reenlistment intent either across posts or between nominally

experimental and control posts.
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The reenlistment intent of enlisted persorncl in the under-two years

service group at VOLAR-72 posts is significantly greater than at the

'non-VOLAR'pootu, and even higher for the VOLAR-71 posts. As shown

in Figure 1, comparison of trends from February 1971 to March
1972 shows a significant increase in reenlistment {ritent (based on the
percentages of 'stay" plus '"uncertain' responses) on the part of the
under-two group for VOLAR-71, VOLAR-72 and non-VOLAR or Army-
wide groupings. The over-two years service groups show a slight
upwud. trend in reenlistment intent with no major differences among

the three by-post groupings.

The data on Career Intention for officer personnel is summarized
in Table 10, Overall, the Army.wide and VOLAR samples

are in essential agreement about their plans for the future. There
are no major differences among the VOLAR-71, VOLAR-?; and non-
VOLAR Army-wide groups as Figure 2 ghows, although officers

in the Voluntary Indefinite/Regular Army (VI/RA) group shows a

slight upward trend overthe February 1971 to March 1972 period,
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Opinion of the oy
Changes in opinion of the Arm;' (Figure 3 ) show a signifisantupward
trend for both VOLAR and non-VOLAR enlisted personnel in the under-
two years service group,but with thf VOLAR-72 group being higher than
non-VOLAR group and the VOLAR-71 group being even higher. For
the over-two years enlisted qroup, there has been a slight decrease in
opinion of the Army with no major differences among the three by-

post groupings.

Reenlistment Intent versus Behavior
included in the HumRRO study effort was an analysis of the reenlistment
intentions of enlisted men as expressed on the VOLAR 1IV-E
questionnaire and actual reenlistment action taken piior to 29 February

1972,

Table 11 ghows that expressed reenlistment intent is a re;louble, but
not uniformly, accurate predicator of later reenlistment action, at

least within a year of such action. Within the limits of very small
obligated tour officer samples, the rate of favorable action at each

level of intention is the same for obligated tour officer and for enlisted
men, This apparent relationship may have important implications for the

determination of future manpower needs of the Army,
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_Table 11
Action Taken, by Responses to
Reenlistment Question on VOLAR IV-E

Action Taken Over 5 ' Interpost
’ Posts Range $
(%) (%)

""No'' Response

Reenlisted Sal Loo-4.4
Left Army . 96. 8 98, 1-95, 6

'"Not Sure'' Response

Reenlisted 3.1 -
Left Army 62.9 80,8-50.0

¢

""Yes'' Response

Reenlisted 8Ll $3,5-87.9
Left Army 18,7 36.5-12,1

| Trainee Attitudes

The HumRRO comparitive study of Fort Ord VOLAR and Fort Jackson
VOLAR-control trainees in FY 71 produced some interesiing findings.
The longitudinal analysis of men as they progressed through training
produced the finding of perhaps of greatest importance: most attitudes

toward the Army deteriorate over the 16 weeks of training, although

reenlistment intention appears to change less than the others.
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BIOGRAPHICAL PROFILE ON REENLISTEE

Simple analyses showed that the attitudesmeasured were all strongly
related to such background characteristics as age, grade, time in
the Army, race, marital status, region of origin and education.
Several VOLAR-72 installation atter;\pted to correlate certain attitude
and background characteristics with reenlistment decisions, HumRRO

did the same with expressed intent, This section will attempt to

consolidate some of these findings.

HumRRO analyses of the multiple regression of reenlistinent intent
upon the various background characteristics and certain of their
interaction showed reenlistment intention to be significantly influenced
by the following background characteristics, in the order listed below.
Explanatory comments by VOLAR-72 installations are also included.

o Jime in Army.

o Draft Mo on (""Do you think you would have come into
military service even if there had not been a draft”'). Fort Lewis
‘uuggutl that the draft had a negative effect on reenlistment intention
among enlisted personnel in either case.

o Race by Region of Origin. Overali, blacks show a higher re-
enlistment intention then whites, although the difference between them
varies from one part of the country t'o another, Fort Benning and

Fort Knox report similar findings.
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o Number of Dependents. Marricu soldiers are decidely more

apt to stay in the Army., Both Fort Benning and Fort Knox suggest

that the rednlistment decision is predicated on the presence of family

rouponuibluﬂll.' Fort Ord indicates that career intentions and overall
career satisfaction are more closely associated with family life
satisfaction than any other variable,

o Grade,

o Grade by Education, Fort Benning Li..n.ates that an attraction
to service does exist for soldiers who are mentally well qualified,
Fort Polk reports that the soldiers with a high school education are less
likely to leave the service than either their contemporaries without
a high school education or those with a college degree. As is in-
dicated above, however, increasing time in the Army is more closely

correlated to intent than is education.

o Race by Education,

_ A separate regression analysis of the data from men with two years

of service or less showed the best predicators of reenlistment
intention for them to be, in the order listed:
o Draft Motivation

o Race by Region of Origin
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o Education

© Number of Dependents
while the best predictors of reenlistment intention for men with more
than two years of service, also in the order listed, were:

o Time in Army

o Draft Motivation

o Grade

0o Marital Status

None of these regression analyses accounted for much more than
one third of the observed variation in reenlistment intention, ncs
was Posts a significant variable influencing reenlistment intention.
In all analyses, the differences in reenlistment intention among
posts disappear when they are adjusted for the differences in the
background characteristics of the men assigned to the permanent

party at the various posts.

Installation evaluations suggest some other interesting factors which
bear on reenlistment intention. Fort Lewis indicates that among first
termers, most positive decisions to reenlist are made while in a
permanent party status., Fort Bragg adds that after this decision has

been made, the individual has substantially made a career decision.
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Fort Dix indicates that Home/Peer and Wives attitudes correlat
highly with reenlistment intent and suggest the probable utility of
& public relations effort aimed specifically at parents of first termers

in ylielding additional reenlistments.

Fort Benning indicates that a soldier not working in his MOS was.
considerably less likely to reenlist than a soldier who was. The

key point, Fort Benning adds, for both the reenlisting and separating

groups of soldiers is that they enjoy what they gre aggigned to do
and the nature of what they are doing is ful ¢t el and/or

their organizations,

ATTITUDES TOWARD VOLAR PROGRAM
To address overall reaction to the MVA and VOLAR programs, each of
the VOLAR-72 post and the SDC evaluation reports was reviewed to

develop a consensus of findings concerning attitudes of soldiers as

_determined by surveys in depth interviews, observations, and analyses.

The resulting findings are summarized below,

With few exceptions, the installation-level findings indicate a favorable

reaction o the part of the target population. Over time, the response

has become more favorable, Resistance to the program has not materialized
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to any substantial degree; very few adverse affects on morale and
mission performance are reported with the benefits generally far
oxc.udln( any undesirable side effects. Some installations found

the responsse to .the overall program to be most favorable among the
more junior personnel while others found the most favorable attitudes
among senior personnel. The interviews showed a more definite .
positive attitude toward the program among those reenlisting than

those separating.

A number of reservations and qualifications tend to condition the degree

of overall favorable response. There appears to be an apparent continuing
lack of undorltax;ding of MVA programs, plans, and objectives among
portions of the target population. Delays in actual project implementation
chalhnp@ the Army's credibility., Soldiers were critical that monies

had frequently been allocated to seemingly trivial or low-priority areas.
Finally, certain changes which individual installations felt were important
to their program and which would have a major impact if implemented

were not within the province of local commanders.

An interesting note from virtually all evaluations sources is that many

changes which have contributed most significantly to the overall



favorable attitude toward the VOLAR jp :-am have been centered in

the no or low cost policy and procedures areas.
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CHAPTER 4
VOLAR ACTION EFFECTS

Certain MVA actions were implemented on an Army-wide basis

as early as December 1970. In January 1971 Project VOLAR
began with a number of VOLAR ackions implemented on a post-
wide basis at one or more of the VOLAR installations. In some
instances, the action represented a major chanje in operating
concept, such as hiring civilian KP's., 1In other cases, the
action reflected an added emphasis within existing policy, such
as concentrating resources on repair and maintenance of troop
barracks or improved and expanded avocational and recreational
special services programs. This chapter will summarize the
results of the various analysis efforts directed toward identify-
ing those a-~tions which had the most positive effects on atti-

tudes and on retention.

METHODOLOGY
The FY71 HumRRO and FY72 SDC evaluations used different analysis
. techniques in assessing the effect of VOLAR actions.
HumRRO
HumRRO evaluatzd innovations in terms of:
o The personal impo;tance to the respondents of objecte
of potential inncvation (Check List l). An item judged as

having relatively little personal importance is necessarily

#See Teble 17 (p. 128) Summary of General Effects on VOLAR Actions
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limited in its effectiveness as an object of innovation.
© The respondent's estimate of his current or expected
chances of finding these and other items in the Army (Check

List 2). Even an item judged as very important may not be an

appropriate object of innovation unless it is, in addition,
not easily found in the Army. .

O The respondent's awareness of any innovation actually
made, or actions taken by the Army in respect to these objects
of potential innovations (Check List 3). This serves as a
measure of the extent to which an action has impacted on the
target population.and as a basis for comparing relative aware-
ness between different samples. Whether an item is judged
important or not, an innovation focused upon that item can be
considered only latently effective if the men concerned do not
perceive that someone in the Army is doing something about it.

o The influence that each object of innovation would have
on the respondent's decision either to reenlist or leave the
Army (Check List 4). It serves as a primary indicator of those
actions having the most and least positive effects on retention.
Any item that influences numbers of respondents either to
reenlist or to leave the Army needs to be considered as a potential’
object of innovation.

SDC
SDC evaluated innovations in terms of the respondent's

awareness of any change noted in a particular area, the
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respondent's perception of:the change as either good, bad, or
neither, and the effect of the change on the respondent's
intentio; to remain in the Army at the end of hiu present
tour. From these responses SDC developed four indices to

: assess the relative effect of specific types of actions:

o Percent Noticing Change, which approximates HumRRO

Check List 3.

o Overall Effect, which represents the average effect

value for all responses to that item. The effect value
associated with each response combination ranged from 1 for
bad/leave to 5 for good/stay.

o Percent "Good"Reaction, which serves as a basis for

more definitive consideration of effects in terms of positive
contribution to attitude.

o Percent "Stay”Effect, which approximates HumRRO Check

List 4 and serves as a primary indicator of those actions
having the most positive effects on retention.
SUMMARY OF FINDINGS

' The great mass of data generated durirg VOLAR prevents a detailed
summarization of the findings. This section will, however,
attempt to synthesize the findings of HumRRO, SDC and the

installations using these criterion: the most positive areas

of MVA and VOLAR action, areas of least importance or overall

effect, and areas requiring special emphasis. The section
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will conclude with a discussion of special study area findings,
results of the various cost-effectiveness analyses, and trends

of various morale, discipline and performance indicators.

Findings will generally be discussed in terms of enlisted
personnel and, when retention effects are discussed, in terms
of enlisted personnel under two years of service. Officér
findings, as well as findings from RAC and other sources, will
be discussed in context. A more complete presentation of

contract findings can be found in Appendix H.

Most Positive Areas
This subsection will summarize results of the HumRRO Importance
Check List 1, the SDC Overall Effect Index, and HumRRO Retention
Check List 4 and SDC Percent Stay Index analyses identifyving
those actions or potential innovations which are personally

important to the soldier or which have the most positive effects
on his attitude and retention.

Four areas are consistently ranked most important and offer the
greatest and most consistent influences on satisfaction with
the Army:

Civilian KP

Barracks Privacy

Medical and Dental care

Chance to Plan Own Future

In these areas (except for Barracks Privacy where no specific
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survey question was asked in FY72) there is a generally
increasing high percentage of both VOLAR=-72 and Army-wide

;urvey r;spondentl noticing positive change. Ié is interesting
to note that of the {4 items, medical and dental care is the only
area whare significantly more VOLAR-72 respondents note chané;
than do Army-wide respondents. The Army-wide sample is more
aware of positive change in the civilian KP area, perhaps in

anticipation of the Army-wide program to civilianize KP.

Four areas show increasing importance from FY71 to FY72:
Educational Developmant
Oopportunity for Travel and Experience
Chance to be Own Boss
Choice of Job Location
There is a high but fairly constant percentage of both VOLAR-72
and Army-wide su:vey respondents noticing positive change.
Opportunity for Travel and Experience jumped from one of the
10 ieast important in both VOLAR-71 and Army-wide groups to
_among the 5 most important in VOLAR-72 and Army-wide groups.

Several areas, though still highly ranked, show a decrease
in relative importance from FY71 to FY72, possibly due to a

change in the background characteristics of the respondents
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(VOLAR-72 respondents were generally younger) or an
increasing awareness of Army efforts. These areas were:

Treated as a Responsible Person

Fair Treatment on the Job

Treated with Respect

Interesting and Satisfyiﬂg Work

Earnings or Job Security

Good Family Life

Food Quality and Convenience
Among the VOLAR respondents there was increasing awareness
of positive change throughout FY72 in Fair Treatment on the Job
and Good Family Life. Responses of VOLAR and Army-wide
samples were in close agreement, except for two areas where
VOLAR respondents observed more positive change than their
Army-wide contemporaries: Treated with Respect and Food
Quality and Convenience. The latter change can probably be

attributed to local VOLAR innovations.

In addition to actions ranked as most personally important,
those which influence a man to reenlist must also be considered
as‘potential objects of innovation. Those programs from the
HumRRO, SDC, and installation reports which showed the greatest
and most consistent inducements for increasing enlistments among

VOLAR and Army-wide samples in both FY71 and FY72 were:
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Stabilized Tours

, Retirement Benefits

Those showing increasing importﬁnc. from FY71 to FY72 as
reenlistment incentives were:

Education Programs

Specialized MOS Training

Choice of Job Location

Money Opportunities

Reenlistment Bonus

Opportunity for Travel and Experience

Chance to Plan Own Future

Chance to Serve Country
Of these, Education Programs and Reenlistment Bonus were
ranked among the top 10 incentives at VOLAR-72 installations
only. In addition, Chance to Serve Country, while ranked
highly by all enlisted personnel was ranked lower by under-two

year personnel.

Reenlistment in Unit of Choice showed decreasing relative

importance among both VOLAR and Army-wide personnel.

Several actiors which were identified as having the most
influence on VOLAR-71 respondents to reenlist were not

included in the FY72 questionnaire. These are, nonetheless,
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programs + .ich appear to have excellent potential but deserve
additional study by attitudinal survey and/or other methods.
' Retraining in MOS of Choice

Resign on 30 Days Notioce

Exira Leave as Reenlistment Bonus

Promotion as Reenlistmerit Bonus

Weekends and Holidays Not Charged as Leave

Better !duc;tion for Dependents

Shorter Reenlistment Terms
Of these, Resign on 30 Days Notice was ranked first overall
by VOLAR-71 under-two year enlisted personnel.

Those actions having the greatest importance or most positive

effects on the soldiers' attitude and retention are summarized

in Table 12,
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Table 12

Most Positive Areas

Most Positive Areas C

Personal Retentio:
Importance Effect

Professionalism

Civilian KP X
Educational Development .
Education Programs X
Specialized MOS Training
Retraining in MOS of Choice
Job Assignment
Choice of Job Location X
Stabilized Tour
Reenlistment in Unit of Choice
Shorter Reenlistment Terms
Resign Enlistment on 30 Days Notice
Chance to Serve Country
Leadership and Supervision
Treated as Responsible Person
Fair Treatment on Job
Treated with Respect
Commander's Open Door Policy
Work Conditions
Interesting and Satisfying Work
Chance to be Own Boss
Chance to Plan Own Future
Chance to be of Service to Country

i -
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Army Life

Barracks Privacy X
Post Services
Medical and Dental Care X
Food Quality and Convenience X
Better Education for Dependents X
Pay and Benefits
Earnings or Job Security
Money Opportunities
Retirement Benefits
Reenlistment Bonus
Extra Leave as Reenlistment Bonus
Promotion as Reenlistment Bonus
Opportunity for Travel and Experience X
Weekends and Holidays not Charged as Leave
Good Family Life X

8l
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Least Important Areas

An item judged as having relatively little personal importance is
noconlnrily.linitod in its effectiveness as an objict of innovation.
The DA level evaluation considered the pursonal importance criteria
in FY71 only. Nine items were ranked by VOLAR-71 and Army-wide |
enlisted samples as items of relatively little personal 1mpprtanco.
S8ix of these same items were also ranked low by both officer

samples. A complete list of these items is presented in Table 13,

Table 13
Least Important Areas in FY7l

Enlisted Personnel Officer Personnel
VOLAR Army-Wide VOLAR Army-Wide

Bus Transportation X X X X
Social Life X X X X
Free Personal Services X X X X
Chance to Play Sports X X
Opportunity for Travel X X

and Experience
On-post Entertainment X X X X
Money Problem Counseling X X X X
Freedom from Physical Danger X X
Time Off For Overtime X X X X
Place to Get Together With Friends X
Free Job Training X X X
Discount Stores On-Post X X
Legal Counsel X X
Someone to Talk Over Problems With X X
Regular Work Hours X

The VOLAR-72 installation evaluations illustrate an important factor
in utilizing such data. Three of these least important items were

actually rated most important by certain VOLAR-72 installations.
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Fort Jackson and Fort Riley survey respondents both rated
Bus Transportation as one of their installations' most
important projects. Forts Hood,.Jackaon, Polk and Riley
each rated Special Service activities, to include recreation
facilities, as areas of most importance to their particular
post population. Opportunity for Travel and Experience |
jumped all the way from an item of least importancé in FY71
to one of most importance in FY72. The point illustrated above
is simply this: General guidelines may be developed and applied
as Army-wide policy, but each installation presents a unique
set of circumstances and an environment which dictates that
programming and management decisions must be accomplished at
that level to accommodate installation-specific strengths and
weaknesses,

Areas Requiring Special Emphasis
Any item that influences numbers of soldiers to leave the Army
needs to be considered as a potential--and indeed urgent--object
¢f innovation. This subsection discusses two such analyses:
HumRRO's Kkeenlistment Checklist 4, which identifies itecms
influencing a soldier to leave the Army, and items which rank

low on SDC's Overall Effect and Percent Stay indices.

Four areas are the greatest and most consistently ranked
inducements against reenlisting by enlisted personnel with

less than two years sertvice:
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Barracks Conditions
Public Reaction to the Military
' Way Rules are Stated and Enforced
Pood Service (Quality)
Junior officers consistently chose two areas which detracted ’
from their continued service: Public Reaction and the Risk

of Physical Danger.

Two other items increased in rank from FY71 to FY72 and are now
among the ten greatest deterrents against staying in the Army,
PX/Commissary Prices

Post Entertainment

Junior officers agreed on PX/Commissary Prices and added Bachelor

Officer Quarters Conditions.

Three items have declined somewhat but are still a strong influence
on leaving:

Amount of Overtime Required

Amount of Evening and Weekend Duty

Action on Complaints
Junior officers voiced similar concerns on the Amounts of

Overtime Required and Evening and Weekend Duty.

84



One item was not included in the FY71 questionnaire but

in FY72 ranked in the top 10 as inducements against reenlisting:
Waiting in Lines

Junior officers agreed on lLaundromat, and additionally cited

Personal Property Safety and Officer Clubs.

Junior enlisted personnel appear to be relatively more pleased
with three items which in FY71 were ranked as deterrents:
Money Opportunities
Family Life

Mickey Mouse

PRTTSRyT

Money Opportunities jumped all the way from the 6th greatest
inducement against reenlistment to the 8th greatest inlucement
- for reenlistment. Junior officers agreed with improvements

concerning Mickey Mouse and also noted improvements .n the way

Rules are Stated and Enforced (which remained a major irritant
for enlisted personnel), Choice of Job Assignment, and

Opportunity to Speak and Be Heard.
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The SDC "Overall Effect” ranking list contained three
1t.ml with a significant number of negative chanqol causing
onlistod respondents to leave and not included
above:
Amount of Discrimination
How Inspection Results are Used '
How Inlpoctipnl are Scheduled and Accomplished
Officers noted four areas not previously mentioned: Job
Security, Career Counseling, Promotion and Advancement

Opportunity and Having Respect for Supervisors.

Areas requiring special emphasis are summarized in Table 14,



Table 14
Areas Requiring Special Emphasis

EM Less Than Junior

Two Years Service Officers
Professionalism - -

Leadership and Supervision
Way Rules are Stated and Enforced
Action on Complaints
Work Conditions
Overtime Required .
Evening and Weekend Duty
Risk of Physical Danger
Public Reaction to the Military

Army Life

Barracks and/or BOQ Conditions
Post Services
Waiting in Line
Food Quality
PX/Commissary Prices

M M XX
3

HKHHX X

Post Entertainment

F

Leundromat Facilities k

Special Study Areas
Four special study areas will be considered in this subsection:
0 The effect of VOLAR innovations on men in training at Fort
Ord, a VOLAR-71 post, and Fort Jackson, a non-VOLAR-71 post.
0 The results of the Experimental Volunteer Army Training
Program (EVATP).
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0 An evaluation of several projects dealing with
individugl and unit incentives, unofficial off-post
transportation, and on and off-post entertainment and
recreation, all supported with non-appropriated funds.

o Free Quarters Cleaning test conducted at Forts

Benning and Carson

Men in Training

In FY71, one of the HumRRO studies was to determine whether the
many VOLAR innovations focused on the men in training at Fort
Oord affected their attitudes as compared with those of men

in training at Fort Jackson, a non-VOLAR installation.

In terms of personal importance, there was strong overall
agreement between the two posts on all three questionnaires,
VOLAR I, II and III. There was stronq but slightly less
agreement from one questionnaire to the next. As the trainees
progressed through training, there was increasingly stronger

agreement with the permanent party.

At both posts
Barracks Privacy
Freedom from Mickey Mouse Stuff
Personal Freedom

all became increasingly more important from VOLAR @ through



VOLAR II to VOLAR III, while

., Someone Who Will Do Something About Complaints

became more important at Fort Jackson alone.

At both posts
Good Family Housing
Good Retirement Benefits
Good Relations With People of Other Rac;s
Respect for Superiors
all became less important, while
Forming Satisfying Friendships
Freedom From Physical Danger

became less important at Fort Jackson alone

In terms of the influence of car;ain items on reenlisting or
leaving the Army, the men finishing AIT at both posts agreed
with one another and with the permanent party about what would
influence them most to reenlist:

Retraining in MOS of Choice

Weekends and Holidays Not Charged as Leave

Better Education for Dependents

Retirement Benetits

Reenlistment in Unit of Choice

Stabilized Tour as Reenlistment Bonus

Promotion as Reenlistment Bonus

They agreed with one another and with the permanent party that:
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Overtime Work
» Mickey Mouse Stuff
Lack- 6f Barracks Privacy
Evening and Weekend Duty
would influence them most to leave the Army. Other items
influential with these men but not with the permanent party

reflect their status as trainees.

EVATP

Performance tests used in the 16 week EVATP were

determined jointly by Fort Ord and HumRRO and

validated by Fort Benning, the training proponent. 1In
general, men in each mental category who received BCT under the
Fort Ord EVATP performed in a superior fashion to men in the
same mental categories whc were conventionally trained at
Fort Jackson.In tile AIT phase, men trained in the 4 week
Individual Light wWeapons Infantry (11B MOS) EVATP phase
demonstrated superior performance in 7 of 8 subjects compared
to the 8 week 11B MOS Fort Jackson trainee. Tests of Mortar

Crewman (11C MOS) trainees were inconclusive.

HumRRO attributed the superior performance by EVATP men
to three factors: redirection of training system toward
acquisition of skills; redirection in training methods toward

active prrctice, repetition and review; and establishment
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of an integral system of performance tests, verifying that
-k}llc were mastersd and retained throughout the training

phases.

Non-Appropriated Fund Test

Non appropriated fund (NAF) projects fell in three general

categories:

© Individual and Unit Incentives
o Off-Post Transportation
o On and 0ff-Post Entertainment and Recreation

The individual projects which comprise these general categories

and detailed findings are further described in Appendix I,

Overall results for projects in the Individual and Unit Incentives
Category are, at best, inconclusive and it is doubtful that the
data would support any legislative change., In terms of overall
effect, the general area of job performance rocognitioﬂ ranked
near the middle on the SDC and installations evaluations for

both enlisted and offic:r personnel. Fort Benning d4id, Low-

ever, recommend that Nutstanding Soldier Awards, their NAF project
be implemented at other installations as applicable. Unit Re-

enlistment Incentives, one of two Fort Zari;on NAF proaectl in this

category, ranked quite low in terms of importance to scldiers.
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The general area of on and off-post transportation ranked

near the hiddle in the SDC evaluation but increased in
relative rank in terms of overall e(fect near the end of

FY72. The Fort Benning installation evaluation and SDC
evaluation of data from Fort Benning provide substantial

(but not conclusive) evidence that the two Fout Bepning

NAF projects which provide bus service to Columbus, Georgia
and selected recreation areas on weekends, have a sufficiently
positive impact on attitude and on retention that legislative

authority for such projects might be sought.

In terms of overall effect, the general area of on-post
entertainment fell near the bottom for enlisted personnel in
SDC's FY72 evaluation, as did the chance to play sports in
the HumRRO's FY71 evaluation. Neither the Fort Ord On and
Off-Post Entertainment project nor Fort Carson Ski Trip
project received ratings substantively different than SDC's
overall findings, which would not support implementing

legislation.
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Family Quarters Cleaning Test

In their'initial VOLAR-71 plans, Fort Benning and Fort Carson
both proposed to provide contract cleaning at Government expense
for occupants of government quarters who were transferred on -
permanent change of station orders. The OMA funds provided for
VOLAR were not legally available for such purposes and DCSLOG,
provided the necessary FHMA funds to test the proposala.
Concurrently, DCSLOG began a test using an authorized con-
tractor prepaid by the occupant. Both programs are discussed

in more detail in Appendix J.

Opinion is divided as to the desirability of adopting the govern-
ment paid program vis-a-vis the prepaid contractor approach.
Proponents of the government paid program cite improved morale,
and cost and time savings to the clearing occupant, while
opponents cite high costs (estimated at $2 million annually

plus BAQ funds paid to personnel while quarters are vacant
awaiting cleaning), inequities between on and off-post residents,

and a lowered feeling of responsibility toward government guarters.

In terms of improved attitudes, the Fort Benning and Fort Carson
evaluation rank the program moderate to high, with senior enlisted
and officer personnel rating the program somewhat higher than
junior personnel. Fort Benning recommends it for Army-wide

implementation.
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Cost Effectiveness

For the most part, the eight installations who made cost-
effectiveness analyses allocated their VOLAR funds so as to
finance those projects which would have the greatest impact
upon the soldiers' attitudes and the amount of dollars spent
was proportional to the projects impact upon improving soldiers'

attitudes toward reenlistment.

Recognizing the inherent weaknesses of using ranks (as des-
cribed in Chapter 2), the differences between cost and effec-

tiveness ranks can, nonetheless, help in allocating funds in the
future.

Program areas where the effect rank was generally greater

than the cost rank included:
Reduce Extra Duty Detail
Work Conditions
Post Security
Family Housing

PX/Commissary Facilities and Services
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Educational Assistance
Medical Service .
. Transportation Service

Personal Problems Assistance
while in these program areas the effect rank was generally less
than the cost rank¢

Barracks Imprerment

Common Room Improvement

Recreation and Special Services

Training

Several categories of no or low cost actions ranked very high
with the soldiers surveyed. Installation evaluations were
almost unanimous in their agreement that some no or low cost
actions conttibutgd most significantly to overall favorable
attitude toward the VOLAR program. The immediate, high impact
of these type action was generally unrivaled by most of the

funded actions,

‘A more complete discussion of cost effectiveness is contained
in Appendix M.

Morale, Discipline and
Performance Indicators

Traditional morale and discipline indicators and reenlistment and
retention data have long been objects of close scrutiny by com-
manders (even though HumRRO suggests that statistical indicators
typically have insufficient reliability and validity to serve

as good measures of discipline), and so it was during VOLAR. MVA
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detractors were quick to cite.supp01ed breakdowns in these
areas as.indicative of the eventual failure of the Army's

MVA efforts. The almost unanimous concensus of VOLAR
installation commanders was that they were wrong. There was .

no indication of such a trend.

¢

Eleven installation evaluations discussed statistical indicators in
varying levels of detail. This subsection will summarize these data
trend:.éﬂgﬁg‘ Down, but mixed (that is trends vary between
installations).

o Article 15s. Up, but mixed.

o Courts Martial. Down.,

o Crimes of Violenre and Against Property. 'Mixed, but

generally unchanged.

o Driving Offenses. Mixed.

o Administrative Eliminations. Up. Fort Riley suggests

that this is in keeping with the MVA objective of retaining only
quality soldiers.

o Congressional Inquiries. Down,

o Inspector General.

Requests for assistance - Up. Soldiers appear to be
solving their problems at the installation level.

Complaints - Down.
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Only three installations reportad performance data. The
consensus of trends among them include:

o Maintenance. Mixed.

o0 Annual General Inlgectioh Ratings. Up.
© Individual and Unit Training Proficiency. Up.

Reenlistment and retention trends must be 1nterrupted cafeful‘y.
DA reenlistment objectivel changed 5 different times Quring the
18 month VOLAR program, making measurement confusing and
difficult., 1In February 1971, the Army instituted the Quali-
tative Management Program in an effort to retain only the best
career soldiers. 1In August 1971, reenlistment eligibility was
further tightened and DA began the initial phase of its early
release program, which was considerably expanded in December 1971.

In this context, then, retention trends were for:

First Termers. Down sharply in August 71, then up.

Career. Slightly down,

Reenlistment for Present Duty Assignment. Up.

Junior Officer Retention. Down, but mixed.

A chronological recap Army-wide actions impacting on VOLAR
plus some selected retention statistics are presented in Appendix

H.
Overall Comparison
The overall and comparative impact of the various types of

actions on attitudes and career intent can be summed up as follows:
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0 Action areas in which changes were noted most

frequontly are primarily in the areas of Civilian Hire,
Hours of Work, Opportunity for Growth and Experience, Mess
Hall, Health Care and Personal Services. There were, however,
wide variations both within general areas and between instal-.
lations. Additionally, not all changes noticed were allqciated
with VOLAR or MVA actions.

o Actions having the greatest overall effect on attitudes
and on retention are primarily in the areas of Civilian Hire,
Education Development, Job Assignment, Leadership and Supervilion,‘

and Pay and Benefits.

o Actions which had a high impact on attitudes but a
relatively low impact on retention are found primarily in areas
concerned with personal activities, preferences, and conveniences.

o Actions concerned w..th Job Assignment, Work Conditions,
Hours of Work, and Leadership and Supervision have a high
impact on retention but a relatively low impact to date on
attituvdes, indicating that these areas require additional emphasis.

O Areas in which the VOLAR set showed a significantly more
favorable reaction than the non-VOLAR set were primarily in the
Army Life class, and particularly in the Personal Conveniences,
and Entertainment and Recreation areas. It is interesting to

note, however, tnat actions in the Entertainment and Recreation
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category showed a general decrease in positive reaction,
possibly due to accustomization and a reassessment of

prioritias by survey respondents.

DETAILED FINDINGS

For analysis purposes, various VOLAR actions were grouped

into 18 categories paralleling those de8cribed in the MVA

Master Plan. The FY72 SDC evaluation is used as ; principal

data source in this segment; VOLAR-72 installation-level evaluation
findings, HumRRO FY71 findings, and in-depth interviews are used °

to verify, supplement, and condition the resulting findings.

Professionalism

Actions in the Professionalism class are generally higher in
retention impact than those in the Army Life class. Among
soldiers there is a definite concern that Army life and work

be professionally demanding and satisfying.

‘Return Soldiers to Soldiering. Civilian KP and civilian labor

are among the most promising accions for Army-wide implementation
in terms of both impact on attitudes and retention effect. The
effectiveness of these actions appears to be increasing over
time and have a relatively higher impact on the under-two years

service enlisted group than on the over-two group. Civilian
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hire for semi-military duties such as post security has a less
favorable impact on attitudes and retention than do other
types of actions in this category. 1In addition, projects
dealing with releasing soldiers foi duty by hiring civilians -

were cost effective.

Installation-level reports indicate that the use of labor
saving devices is wall.receivod and has a beneficial effect
in terms of morale, efficiency, and increasing availability
of soldiers for primary mission performance. Preliminary
cost/effectiveness ratios (expressed in terms of device costs
and man-hour savings) suggest that actions in this area be

continued and perhaps increased.

Continued actiors to economize on ancillary, non-military duties
are viewed as very important to the achievement of MVA objectives
by contributing to the efficiency and professional image of the
Army and increasing the availability of resources for primary

mission performance.

Training
Changes in training methods and techniques with emphasis upon

performance-oriented instruction, upgrading capabilities of
instructors, and increased focus on ﬁrimary mission and unit-

centered training were among the more effective types of
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actions in this category. fhe pattern of questionnaire responses,
however, 'indicate that the changes noticed, especially in
irrelevant training, have generally been less than desired or
expected but that those that have been implemented have a

moderate impact on retention.

Relative dissatisfaction with the current state of training

was found among many séldiers. Decentralized training
demonstrated its potential to correct previous shortcomings

when continued, but shortages of personnel, MOS imbalance, rapid
turnover, heavy commitments, and rapidly changing operational
requjrements presented themselves as very real obstacles. In spite
of obstacles such as these, the decentralized traininag policv was
credited with an increase in the percentage of Fort Riley soldiers

passing their quarterly Comprehensive Training Examination.

Fort Dix reported some interesting findings which might bear
further investigation. 1In surveys of both trainees and
permanent party the majority of men of all ranks favored more
demanding and challenging BCT and AIT training. There was also
feeling that not enough material is covered and that there is
insufficient training to work in one's primary MOS. This
feeling was most prevelant among men most recently completing

BCT and AIT.
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Educational Development. Together with certain actions in

the Return Soldiers to Soldiering, Health Care, and Pay and
Benefits categories, actions in this area rank at or near the
top of all actions in terms of personal importance, positive
reaction and impact on retention for both enlisted and officer
personnel. While a variety of educational and self-development
programs have been implemented at various VOLAR-72 posts, all
such actions appear to have an almost uniformly high impact.
The positive reaction to these programs has increased over
time, reflecting a high and continuing interest in self-
improvement and educationlqn the part of the majority of the

soldiers.

The responses to chaﬁdes:in this category are similar both to
the under-two and over-two enlisted group in both VOLAR and
Army-wide samples with the percentage of positive reactions
showing an upward trend over the survey periods. Responses
to the SDC question on"opportunities and facilities available
to continue one's education,” ranked first in overall effect

on each survey, are presented in Table 15,
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Table 15

SDC Results on "Continue Education"

$ "Noticing Change" $ "Good" s _"Stay"
A B C . A B C A B C
VOLAR 66 65 67 86 83 91 41 38 46

ARMY-WIDE 64 68 e 89 8% -- 38 42 --

Surveys: A-December 1971, B-March 1972, C-June 1972

It remains for the reader to decide if the VOLAR education projects
made a unique contribution to improved attitudes toward the Army
and on retention, Whether they did or not, the apparent appeal

of educational opportunities throughout the Army indicates the
value of increased promotion of these programs, both in and out of

the Army.

Leadership. While viewed as an extremely important area, the
overall effect of changes have been only moderate bﬁt with
certain actions having a greater impact than others. Those
concerned with supervisory support of job performance and
with being treated as a responsible person have had a relatively
high impact; those concerned with respect by and for superiors
and performance recognition have had a more moderate impact;

and those concerned with treatment on the job and superiors'
attitudes rank quite low. While a number of the installations
report a highly favorable response to and successful results

from actions in this area, it is suggested that the full
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benefits from such actions have not been realized to date.
Findings, K at all levels of evaluation indicate that actions

in this area should be continued and amplified.

Several installation/conmand evaluations contained excellent °
findings which bear repeating. USAREUR reports that leadership
was chosen by all respondents as being the most importanﬁ
category of professionalism and also the one in worst condition.
Fort Hood field grade office:s generally agreed that they could
not let their subordinates make mistakes as a learning vehicle
because these mistakes were interpreted by senior commarnders

as poor leadership on the part of the field grade officers.
Fort Polk repocrts that permanent party El to E4's exhibit
little or no confidence in his leaders,with a developing
pattern of ircreasing confidence in one's peer group but less

in one's superiors.

Actions which provide for access to, and'active participation

in, the decision making and problem solving process are among the
more effective actions in terms of impact on attitudes. Actions
which provide direct access, such as through commander's open
door policy and hot lines, are more effective than those pro-
viding intermediate access, suchl as through councils. The
response to resultant action taken on complaints is quite low,

indicating that continued action in this area is needed.
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Job and Work Conditions. Actions in the area of job assignment

generallg rank quite low in terms of percentage noticing changes
but very high on potential imp.ct on retention. The more
effective actions to date have been those concerned with locafion
preference, unit of choice, and stabilized tours. Actions
concerned with job/man matching, such as consideration of traiaing
experience, and job prgferences, have had less of .an impact,
indicating that continued and increased attention to this area

is in order.

Changes in work conditions have been generally well received

but the overall effect on attitudes and retention has been only
moderate. Actions having the highest impact are those which
increase the soldiers' feelings of belonging, of having adequate
administrative and logistic support, and of having a worthwhile
and meaningful job to perform rather than those dealing with
physical conditions of work per se. One exception in this

area was a decrease in positive response to Opportunities For
Advancement on the part of the officer group, indicating a per-

ceived decrease in such opportunities.

Changes in Hours of Work have been generally well received
and have a considerahle impact on both attitudes and retention.
The more effective actions to date have been the five-day work

week and compensatory time off for overtime; major changes in
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weekend/evening duty requirements have been precluded by
mission requirements and current transitions in force structure
at many of the installations and have had less of an impact.
Among junior enlisted and officer personnel, the Amount of
Overtime Required and Evening and Weekend Duty continue to be

areas requiring special ehphasis.

Army Life

Barracks Life

Housing
Barracks improvements ranks quite high among changes indicated

as being most important by personnel directly affected. While
a variety of such actions have been initiated, findings go date
concerning their impact are somewhat tentative, due in part

to only partial implementation of planned changes at most
installations as a consequence of construction lead-time
requirements. Also, the response to changes has been mixed,
particularly when the anticipated changes were slow in being
accomplished or the results less than expected. However, it
is generally indicated that changes to date concerning barracks
comfort, conveniences, privacy, and the installation of washers
and dryers in the barrscks have a moderate to high impact on
attitudes but a relatively low impact on retention; personal

property safety is an area of major concern in which actions to
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date have been somewhat less than successful in accomplishing

the desired degree of overall improvement.

Food Service

Changes in food programs are highly visible and have an
immediate impact on a large segment of the enlisted popu;ation.
While such changes are quite favorably received, they have a
relatively low impact on retention. Particular acticns having
the greatest impact are those concerned with food choice, such as
short-order lines and beverage availability, and mess hours,
such as extended hours o: operation, particularly during
weekends and evenings. However, there has been some decline

in the impact of these actions as the soldiers become more
accustomed to them. An area meriting more attention is that of
"rush and hurry" in the mess halls as perceived by the lower

grades.

Dignity and Respect

Actions in the area of dignity and respect tend to be noticed
by the soldier and to impact strongly on attitudes, although
the retention impact for certain of these is relatively low.
Actions concerned with increases in personal freedom and trust,
such as the removal of travel restrictions, elimination of
bed-checks, and sign-in/sign-out procedures, are the most

effective types of actions to date in this area, particularly

107



for the under-two years service group. Those concerned with
rules enforcement, waiting in lines, and inspections have
been less effective, indicating that more attention is needed

in these areas.

Family Housing. This area is viewed by a large percentage of

the married soldiers and their dependents as one of critical
concern in which substantial improvement actions are required.
VOLAR actions implemented during FY72 in this area were generally
limited to maintenance and service-type actions at selected
locations. Service-type actions such as quarters maintenance,
«wwusing referral services, and refuse collection, have generally
been well received and viewed as a step in the right direction.
The free quarters cleaning experiment at Fort Benning and

Fort Carson was viewed as particularly effective in terms of

its impact on morale and reduction in costs, time, and dis-

ruptions which normally confront the departing family.

Post Services

Health Care

Of all actions considered by HumRRO in FY71, only medical and
dental service could be classified as a strong potential
satisfier, i.e., classified as very important and found in

the Army. Actions in this area rank among the top VOLAR-72
actions in terms of impact on attitudes and retention. The one

exception is with regard to drug and alcohol abuse programs which,
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while ranking high in effect on attitudes, has a relatively low
impact on retention. The retention impact of actions in the
Health Care category is considerably higher for married than

for single p;raonnol, and for over-two than for under-two
personnel. Comparing VOLAR and Army-wide samples, a larger
percentage of VOLAR respondents indicate that they noticed a
change in medical and dental quality and convenienpe while of
those who have noticed a change, a larger percentage of the
Army-wide sample rate the change as good and having a favorable
impact on their reenlistment. While actions must be tailored to
fit the needs and conditions at each installation, the uniformly
favorable response to such actions indicates the desirability of

continued actions in this area.

Retail Services. The overall impact of actions in this category

is generally moderate to low while the percentage good response is
near the middle, the retention impact is quite low, generally
falling in the bottom quarter. Reaction to VOLAR actions

varied widely from post to post, depending on the type of action

implemented, its scope, and number of people affected.

PX and commissary services are cited as an attraction of Army
life but also as an area in which improvements are needed.
The overall reaction to changes noted to date is generally

moderate and the retention impact is relatively low, although
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somewhat higher for the highef grades and married personnel
than for, the lower grades and single personnel. Actions to
date bearing on the quality and range of goods and services,
hours of operation, and customer treatment have been well
received while expanded services through mobile PX and
commissary trucks have met with varying degrees of success
from one installation to another. Changes noticed in PX

and commissary prices have generally been negatively received,

reflecting the influence of continuing inflationary trends.

Actions concerned with laundry and cleaning service and laundromat
facilities were generally ranked in the lower middle quarters,

but varied widely between installations; Laundry and cleaning

show a considerably higher percentage good response for the over-two

years service group than for the under-two year group.

Personal Convenjience and Services. While the overall impact of

reception and in and out-processing actions is moderate to low,

the reactions obtained at some of the installations indicates

th#t the potential impact on attitudes and morale can be quite

high, particularly for married personnel. Actions in this area
having the more positive effects include one-stop processing centers,
welcome centers and related activities such as welcoming com-
mittees, orientation programs, 2nd sponsorship programs which

reduce the disruptions associated with relocations. The general
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level of dissatisfaction with conditions in this area indicates
that continued and increased emphasis upon such actions is

needed.

Expanded phone service, expanded and upgraded guest facilities,
and facilities directory and information services programs impact
differently at VOLAR installations depending on the pridr exist-
ing conditions and priority of soldiers' needs at'that post.
Which reaction to such changes are generally favorable, the

impact on retention is quite low.

Actions concerned with tax assistance, personal problem aid,

and free legal aid are quite high in percent noticing the changes.
Such actions generally have a relatively high impact on attitudes
and a moderate impact on retention with free law aid being the
more effective of these actions to date. At the same time,

there appears to be a high level of satisfaction with the
current facilities and services provided in certain of the
personal services areas such as those concerned with religious
services and a commensurate low level of impact of additional
improvement actions. The one notable exception is in the pay
and finance area where continued and increused empahsis is
required. The general category of Personal Services is one of
the few areas in which the Army can, and in most instances does,

provide services superior, in terms of conveniences and
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availability to the average person, to those offered by the
civilian'community. With continued emphasis, particularly
through programs designed to increase awareness as to the

availability of these services, it is anticipated that the

impact of such actions may increase considerably.

Transportation. Improved transportation services was one of the

more effective actions in the Army Life class, with generally
favorable reaction but retention impact near the middle. The
impact varied widely betweep posts. Fort Benning, for example,
reported that improved on-post shuttle bus service had been
extremely well received and dc ' utilization had quadrupled;
charter bus service to Columbus und other recreation areas on
weekends was also well received. At Fort Dix, 67% of the
soldiers indicated that on-post bus service was an excellent

idea and 25% indicated that it would encourage them to reenlist.

Entertainment and Recreation. Actions in the area of entertain-

ment and recreation have been generally well received and have
a relatively greater impact for the lower enlisted grades;
however, following an initial enthusiastic reception, such
actions have tended to show a decline in the degree of positive
response accorded them. The impact on retention is quite low
and in keeping with the relatively low importance rating
attached to such actions by soldiers at a number of the instal-

lations. However, when tailored to meet particular needs
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or perceived deficiencies, such actions have been favorably
received: and serve as visible evidence of the Army's concern

for the overall well-being of the soldier.

The areas of post entertainment, service clubs, and recreatioh
fell in or near the top quarter and the areas of post TV and
personal vehicle repair facilities fall in the miq-range for
personnel in percent néticing a change, with awarenass con-
siderably higher among the enlisted under-two years group than

for the over-two group.

Overall, installation and SDC findings seem to indicate that
the general availability of entertainment and recreation both
on-post and in surrounding communities at most locations is
such that this area is not one of primary concern to most

personnel,

Dependent Programs. Actions in this area are primarily designed

to augment actions taken in other areas such as family housing,
health care, personal 3ervices and conveniences, which impact
on the dependent population. Due to their ancillary nature
and relatively low importance rating, the augmentation-type
actions which included upgrading playgrounds, expanding access
to post facilities, driver education programs, and community

services have had a relatively low impact. However, localized
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success is reported for actions which address specific

deficiencies at particular installations.

With reference to arazas of particular concern to married
personnel, the results of three SDC surveys were practically .
identical: family separation and health care for dependgntl

have the greatest influence on decisions to remain in or leave

the Army for both offiéer and enlisted personnel. Wives

feelings about family disruption, station location, health care,
and pay and benefits also have a large impact on these deciaions{
those concerning personal services and conveniences, interpersonal
ralations, and leisure time activities have the least impact.

Fort Hood provided an even more general observation reporting that
the group of factors related to welfare of dependents was more
responsible for low morale, discontent and failure to reenlist
than any other category of factors, Fort Ord supports this

view suggesting that career satisfaction is more closely related

to family life satisfaction than any other factor.

Pay and Benefits. Actions in this area are among the most

effective types of actions both in terms of impact on attitudes
and on retention. Of the three major types of actions, pay
increases have had a similar impact on all soldiers; reenlistment
bonuses have had a relatively higher impact on the under-two

years service group than on the over-two years service group;
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and retirement benefits have had a higher impact on the over-two

group. The response to this latter type of actions, however,

" showed a considerable increase in impact on the under-two group

over the three survey periods.
Accession System

Actions designed to luﬁport recruiting efforts and to promote
reenlistments were implemented at a number of the VOLAR-72
installations. Among such actions, programs emphasizing unit

of choice enlistment and reenlistment have been well received
and quite successful at the several installations which have
stressed or emphasized these programs. A major factor in the
success of such programs at the installation level is the
involvement in, and feeling of responsibility for, such efforts
on the part of the individual soldier. Limited use of cash
incentives (contribution to unit funds) to promote such interest

and involvement has had a very limited impact.
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" CHAPTER &
CONCLUSIONS AND FUTURE DIRECTION

CONCLUSIONS

1. e M ogra ain ead acceptance
has__met with a generglly quite favorable regponge.
a, Al installations but one indicateda favonbl‘c:wreaction. increasing
over time,
b. Decreases in discipline and performance did not materialize.
¢. Reservations were primarily those of:
1) A general lack of understanding of the overall program,
2) Disagreement on program priorities at specific posts.
3) Dissillusionment when promises exceeded results.
4) Skepticism concerning achievement of an all volunteer Army

in the near f{uture,

2. The VOLAR Program produced positive results. particularly among

ider-two_year r
a, Opinion of Army showed significant positive increase.
b, Reenlistment intent showed significant positive increase.

c. Attitudes were significantly higher at VOLAR posts,
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3, t e Career Irtentions of Officers and the Reenlistment Intentions

of enlisted men predict their respective Career and Reenlistment Actions

we although not rfectly, within a period of a year or less,

4, Postg involved the longest and most intensively showed the most

favorable results.

5. Interpost differences indicateda high potential for continuing

improvement,

a, Areas in which concerted efforts were made by the VOLAR posts
generally showedmore favorable results at these posts than at non-VOLAR
posta;

b, Differences among the VOLAR posts in the response to particular
types of actions (e,g., training, work conditions, barracks, food services,
transportation services), indicated that many of these actions have a

considerably higher potential then has been realized to date,

6. A _tentative bagis for selecting among future Azrmy initiatives was
established,

a, Certain types of actions (e.g., education, pay and Benefitl.
health care) had a high positive impact on both attitudes and retention,

b. Others (e.g., civilian hire to return soldiers to soldiering) had
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a high impact on attitudes and .2 more moderate impact on retention,
c. Still others (s.g., entertainment and recreation) had a high

initial impact on attitudes but a low retention impact.

T e R

. d. Actions in the Professionaliam class were generally higher in
b retention impact than those in.tho Army Life class,

e. The impact of a given type of actinn may vary as a function
of the demographic characteristics of the target population and the
particular needs and conditions at a given installation,

f. Within action areas, some types of actions were iore
effective than others,

1) Actions judged most successful werc those affecting the
greatest number of men over an extended pericd of time and prod'ucing
the most apparent and contipuing effects on their day-to-day lives.
These actions generally addressed:

] a) Thoue personal needs and aspects and conditions

of Army life rated moat important by soldiers.

b) Irritants and inejuities perceived by men now .in the
Army,
* c) Conditions that men say would influence them to remain

in the Army,
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2) The most successful action generally had these cor.mon
characteristics:

a) The action affectec the performance of men and the
organization,

b) It focused on specific objectives, addressed a real,
high priority need, and produced an observable effect.

c) Action costo' were in line with actual (and expected)
results,

d) Once implemented, it was supportable on a continuing
basis or, if necessary, was able to be discontinued with a minimum
of di-lruptive effects, It was politically feasible, both in the view of
Congress and the military organization itself, to implement the action
on a large scale basis, and had a positive effect on the Army's
public image,

3) The overall set of actions provided a well balanced program,
given the totality of objectives, resources, needs, conditions, and

differences among target populations.

7. ontinuing innovati experimentation eveluation is gtrongly
indicated,

a. The range of innovative actions were not fully evaluated during

the current experimental perid,
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b. Current findings are more indicative than conclusive; & number
of questions remain mn-worec'l and a more focused evaluation is in
order, '

c. Accordingly, continuing oval\gauon is needed to ensure the continuing
currency of findings and maximum effectiveness of the on-guing MVA
Program. In this reﬁard. the 'experiencu gained and capabilities .
developed at both the installation and DA staff levels provide a solid

foundation for initiating such an on-going evaluation effort.,

8. Ihere is ® major need for flexibjlity in actions emphasis and
lementation to [ e differences among installations in conditions
ract n [*)

a. Differences among installations in existing conditions, characteristics
of the post populations, and primary and secondary missions may
preclude achievement of a uniform response to specific actions,

b. Accordingly, the ;;rognm implemented at each post should be
tajlored to best accommpdate the needs and constraints existing at that

particular installation,
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FUTURE DIRECTION \

The continuing viability of the M\}A Program and achievement of its
objectives is dependent to a large dcgr.ee upon continued and expeditious
action at both the installation and DA levels. Toward that end, the
following general recommendations based on a consideration of current
findings are submitted. General recommendations presented in the

{ndividual installation reports are presented in Appendix K.

Actions
1. Continue future overall MVA program emphasis on actions that
auppoxt profcssionalism,

a. Concentrate DA effort on these no or low cost improvements

or policy-indicated changes:
1) More professionally demanding and satisfying work,
2) Increased correspondence between a soldier's aptitudes,
capabilities and preferences, and his actual duty assignment or job.
3) More meaningful, realigtic and challenging training.
4) More personal control over a soldier's life and
mae latitude in determining career direction, _
5) Greatlf reduced t. rbulence .and full strength units.

6) More emphasis on human relations and motivational

development,
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b, Continue and,where necessary, place increasing emphasis

on these areas requiring DA resource support:

. 1) Return goldiers to mission-related work or training
by civillanizing, to the greatest extent possible, KP a'nd roads and
grounds maintenance.

2) Maintain and , where possible, improve Army self-
development educational opportunities and programs.

3) Develop improved selection and development programs
for Army officer and enlisted leaders. .
2. Maintain s balanced MVA program sncomoassing most. if not all
ol the current Army Lile and Accession major categorica of action.

a, Place increased emphasis rather than exclusion on actions

(e.g., barracks housing) which to date have had relatively low overall
impact due to limited resources and implc.mentation lead-time

requirements.

b, Consider the following promising actions in each category

" as proper candidates for emphasis and continuation,

1) Barracks Life: barracks upgrade; personal freedom

-

rd

and trust policies. .
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2) Family Housing: ' maintenance upgrade; major construction
at selected locations.

3) Post Services: health treatment (but not necessarily
facilities); retail facilities treatment; convenience and quality of food;
family-oriented services.

4) Pay and Benefits: retirement benefits; travel
opportunities, |

8) Accession System: reenlistment bonuses, to include

cash and extra leave,

Administrative

3. Jnsure Flexibility at Installation Level in Actions Selection,

Implémentation and Modification.

a. Encourage installation-specific innovations and experi-
m‘ntation within installation resources.

b. Allow responsibility for MVA program selection and approval
to reside at installation command level, whenever possible, and restrict
the role of DA and intermediate headquarters to that of assistance,

general poli¢cy guidance and the interpretation of regulations or ltltutc/o.
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8. Maintain or establish MVA program management/evaluation
capabilities at each Army luouuat.lon because of the need for ‘
flexibility in actions implementation and the tailoring of such actions
to meet the needs and conditions present at each individual innt;llaﬁon.

b. Continue DA l.ovcl evaluation efforts to include synthesis
of installation-level findings u.ad the results of cost/benefits analyses
to ensure the continuing currency of actions and findings in terms
of their applicability throughout the Army,

' ¢, Develop &8 comprehensive DA survey instrument to be
administered to men enlisting, reenlisting or leaving the Army to
ascertain the reasons for that ducision,

d. Conduct these followup .tudi.en,in-houu if possible, to

further validate the oxpr.ouod career intent of VOLAR survey res-

~ pondents, as a step in developing a useful tool to determine future

manpower needs of the Army,

1) Refine and enlarge the technique and derived regression
equation developed by HumRRO to include the important demographic

variables, and then croaa-vaﬁdatc the HUmRRO findings.
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2) Relate rcenu.tmet}t action with ;ccnliltmcnt intent
expressed on the FY 71 HumRRO questionnaires, to establish the
predictability of reenlistment actions gn_tg_ﬂp_mn prior to that
action.

3) Relate reenlistment a;:ﬂon with reenlistment intent
expressed on the FY 72 MVA Evaluation Questionnaire to validate and update the
'c'rou-‘\nudatod HumRRO results for actions taken within one year of
their statement of intent,

5. Use Current Ingtallation and Contract Eval on Reports a
Management Tools in Further Developing and Refining the On-going MVA
Erogram.

a. Utilize the current set of reports (See Bibliography)as management too!
in further developing and modifying the program and the associated
sets of actions to insure the continuing attention of all areas addressed
by the MVA program,

b, Develop a set of specific questions which are of pau.mount
interest to the Congress, DOD, and DA; then devolop a follow-on
questionnaire which addresses these questions, tnco-‘pox;atu the best
f.lt\l'l.l of the present survey instrument, and‘ can be periodically
administered by DA to designated follow-up and randomly selected

personnel.
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c. In future evaluation, place the bulk of the DA, major
and intermediate command, - and installation effort into in-depth analysis
of data already avajlable, Address in the future only selected questions
to insure currency. |
d. Confine future MVA evaluation to in-depth analysis of
specific critical actions or programs,
1) Eldminate from future surveys, questions on areas
pre'viously identified as of little personal importance to soldiers,
and those having only moderate or little impact on his attitude toward
the Army or reenlistment plans,
2) For these less important actions, continue the analysis
of data previously generated to determine:
= Which installations had particularly effective
actions for follow-up in-depth study by app;'oprhte Army staff sections,
= Which installations had areas which require higher
headquarters aui.sta.nce.
e. Provide specific DA guidance in future installation or
major command level evaluations. . _
1) Suggest analyaes techniques based on VOLAR experience.

2) Specify the level of detail required in areas of DA

special interest.
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APPENDIX A

FUNDED VOLAR PROJECTS
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FORT BENNING
FY 71 OMA FUNDEID VOLAR PROJICTS

ERQIECT TITLE

Eetablishment of & Welcoming & Central Processing Center

Contract for Civillan KPs, in Unit Messes Post-Wide

Civilian Detail Labor Force

Hire Civillans snd Purchase ELquipment for Maintenance &k Police of Roads
and Grounds

Hire Civilians & Purchase Equipment for Collection of Refuse &k Garbage

Hire Civillans and Purchase Necessary Equipment to Lnhance the Preventive
Maintenance Program

Partitions in Troop Barracks

Establish Reception Booth at Columbus Airport

Convert Existing Building into L1rK4 Night Club Type Facility

Extend Commissary Hours

Purchase Labor Saving Devices

Contract for Local Motel Facilities to Provide Guest House Accommodations

Extend Quartermaster Clothing Sales Store Hours

Improve Post Shuttle Bus Service

VOLAR Impl tation, C ol & Evaluation

Furniture for Soldier Barracks

Hire Civilians fur Expsnded Medical Services

Medical Equipment & Renovation

Infantry School Learning Center

Infantry School Programmed Instruction

Benning House Project

Special Services Activities

Hire CPO Clerks

College Tuition Assistance

USAIS Big Screen TV Receivers

Pilot ROTC Cadet Program

Phase 1D ACCE Simulators !

Carbonated Beverage Machine Installation

Service Club Dances

Hire Legsl Assistance Clerk

Hire Army Community Services Clerk

Hire Public Information Office Clerk

Student Affaire Office

Construct & New Parking Lot Adjacent to Infantry Hall

Lxpand Dependent Dental Care

Directional Signs for Incoming Students

Renovate Troop Medical Clinics

VOLAR Photo Support

Dining Hall Floor Repair

Interior Psinting

Purchase Adressograph Imprinter

Purchase Recording Equipment for USALS

Purchase Special Service Camper-Trailers

Rehabilitate Recreation Area - Post Marina

Purchase curtains for Claserooms

Upgrade Television Production Engineering Equipment

Refurbish Hospital Clinic Waiting Rooms

Kitchenette Units in Nurses' Quarter

Enlightened Leadership Packages

Renovation of Mod Shop

Hire Personnel Required to Provide s Base for VOLAR Implementation
Requirements

Renovate EM Club at Florida Ranger Camp

Eetablish Coffee Houses

Extend Custodial Service in Admin Building

Security Lighting

Update Hospital Passenger Elevators

Renovate Commissary Lounge

Experimental Volunteer Army Training Program

Provide Improved Post-Wide Speed Reading Program

Improve Lounge Areas in Dayroomas

TOTAL

FY 71 FHMA FUNDED VOLAR PROJECTS

Hire Civilians and Purchase Equipment for Collection of Refuse & Carbage

Hire Civillans & Purchase Equipment to Enhance the Preventive Maintenance
Program for Family Quarters

Free Quarters Cleaning

Hire Personnel Required to Provide a Bage for VOLAR Implementation
Requirements

TOTAL

LZUNBING LEYEL

87, 000
1,222,300
126,300
. 244,100

400
514,100

177, 400
1, 600
31,400
63,300
33,300
50, 000
4,500
30, 000
82,100
221,800
258, 600
47, 900
35,200
13, 400
38, 800
28, 60¢
41,700
18,200
9,100
9,300
37,500
9, 400
1,800
3, 000
2,400
3,200
2,900
22,400
82,500
2,400
104, 800
7, 000
18, 000
19, 200
2, 900
53,500
8, 100
13, 600
29, 800
407, 600
35, 900
20, 200
4,800
1,300
528, 100

2,200
7,600
34,200
14,300
146, 500
11,900
9,700
17,512
607

§, 000, 000

32,500
171, 800

44, 100
13, 000

259, 000
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FORT BRAGG

FY 71 OMA FUNDED VOLAR PROXCTS

ERQIECT TIILE

Police Roads snd Grounds

Barrache Furaiture

Preventive Maintenance

Refuse Collection :

Civiliaa XKP

Recreation Facility

Playhouse Renovation

Post Bus Signs’

Ronovate Iaterior of Four Lat«rtainment Centers
Hire Seamstresses

Ixpand On-Post Bus Service

Covered Bus Stope Post Wide
Re-roof Mess Halle

Paint Barrecks Latrines

Repair Plagter and Paizt Barracks and Mess Halls
Repair Theater

Womack Army Hospital Elevators
Replace Stadium Lights

Repair Company Strests in RTC Ares
Paint Interior of Main Post BOQs
Replace Mess Hall Flodre
Adminietration snd Evaluation

TOTAL

TUNDING LEYEL,

$

338, 900
803, 900
412,200
167,300
259, 600
. 219,007
84, 70v
4,000
7,100
5,300
31,300
13,400
16,100
30, 100
20,600
20,100
187,500
25,600
200, 000
21,600
21,600
13, 100

3, 000, 000
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5-71
3l-nN
82-71
53-7
34-71
55-71
56-71
57-71
$9-71
61-71
64-71
65-71
72-7
75-71
17-1
84-71a
97-1
98-71
99-71
100-71
101-71
102-71
103-71
104-71
105-71
107-71
108-71
109-71
111-71
112-71
114-71
115-71
116-71
117-71
118-71
120-71
121.71
122-71
125-71
128-71
129-N
130-71
131-71
133-71
134-71
137-711
138-71

58-71
60-71

‘FORT CARSON
FY 71 OMA TUNDED VOLAX PROJECTS
‘PAQIECT TUTIE
Lquipment for Combination Baskethall and Volleyball Courte
Support for lnscape Cotffee House
Tuition Aseistance
Athletic and Recreational Equipment
Employment of Special Services Personnel
Contract Support for Chaplain
Temporary Barracke Partitions
Barrachs Furniture
Civillan KPs in Selected Mess s
Maid Service in Bachelor Quarters
Improve Medical Service
Contract Space for Guest Hov~
Extra Books and Covers!)'-
Transportation of Off ... Dependents
Support of Drug Center
Support of Reenlistment Pregram
Chaplain Professionslism Training
Purchase Equipment for Chapel
Employ Religious Kducation Directors
Rehabilitate Resnlistment Bullding
Off-Post Religious Retreats
Furnishings for Community Service Center
Purchase Two Universal Gym Bete
TDY for VOLAR Admin Travel
Custodial Service for Admin Space
Turkey Creek Recreation Area Water Development
Refuse Disposal
Labor Saving Devices
Purchase Ice Cream Machine
Maintenance of Training Facilities :
Referred RIU Masintenance
Convenience Telephones in Troop Barracke
Purchase Unit Eeprit Items
Day Rooms TFurniture
Junior High School Bue Service
Renovate Llectric Tletribution System
Provide Alrport Transportation for Military Personnsl
Improve laformation Officer Capability
Improve Foed Bervice Opsrations
Community Facilities and Resreations Aress
Improve Medical Facilities
Widen Traffic latersections
Purchase Equipment of Enlisted Men's Clube
Equipment for New Coffee House
Improvement of Military Police Capability
Improve library Service
Racial Harmony Program

TOTAL

FY 71 FHMA FUNDED VOLAR PROJECTS

Lease Family Housing Units
Free Quarters Cleaning

TOTAL

IUNRING LEVEL

7,400
2,300
66,700
248,300
16, 600
7.300
267,400
1,438,500
140, 700
14, 400
486,500
20,000
64,300
7.200
8,000
14,000
3,800
30,400
2,300
17, 600
4,000
15,100
4, 600
7,400
46,700
9,600
87,500
252,900
75,800
22,300
856,300
18,100
65,000
201, 400
1,600
80, 000
36, 900
31,300
104, 500
90,800
93,000
2,000
16,800
17,300
8,600
9,300
8,200

8,000, 000

90,200
18,200

108, 400



FORT ORD
FY 71 OMA FUNDED VOLAR PROJLCTS
ERQIECT TUTLE
Lducational TV
Training Aress
Tralaing Alde

Individual Training Equipment
Education Assistance

Athletic Equipment

Barracks Alterstion

Barracks Furaiture

Contract for Civillsan Bakery Products
Dayroom/Loungs Facitities
Washer/Dryer Installation

Reatore Facilities Eagineer Manpower
Medical Care Support

Library Books and Equipment

Special Services Facilities (Expand Houre)
Special Services Equipment

Auto Craft Shope

Intra -post Bus Contract

Labor Saving Equipment

Civillanise Commissary

Civilianiss Bag Boys in Commisesry
Drug Abuse Center

Evaluatiod

Civillaa KPs

Civilian Supply Support

Civilfan Admin Support

Carpets -Clothing lssue

Support to Merchaaised Training
Information Orientation U
Pictures for Home-Town Papers
Kitchen Equipment

Civilian for Bakery Contract

Laundry Equipment Supplies

‘tvilian for Bus Contract

Refinish Qym Floor

Rehabdilitate Sport Fielde

Rehabilitate ACS Building

Rehabilitate Mes’ Halls

Rehabilitate Classroom Building
Rehabilitate Bullding 1046, Project Transition
Rehabilinte Lducational TV Saction
Outlets for Beer Machines

TOTAL  §

ZUNRING LEYEL

41,000
46, 900
88,100
340, 600
1is, 600
18,200
926,500
1,339,400
194, 800
247,900
3,800
250,200
3.9, 000
46,800
10,300
117,200
17,300
33,500
17,600
45,400
9,100
8,000
30, 700
194, 000
2,200
18,700
1,500
26,000
46, 700
500
168,700
2, 000
3,500
163, 400
5,300
44, 600
11,000
144,000
31,000
500
12,700
200

8, 000, 000



U, 8. ARMY, EUROPL
FY 71 OMA TUNDED VOLAR PROJECTS

RRQIRCT T1TLE LZUNRING LEVEL
Civlisnisation of KP s 1,514,300
Barracks Furaiture 324,400
VOLAR Test (Barragks, Mess, Heat & Het Water Distribution 1,820,700
Improvements and Enagineer Supplies - Kitsingen & Gelnhausen)
Facilities Rehabilitation 3,407,000
TOTAL $ 7,074, 400°

*Addidonal funds above VOLAR-T! allocation of $7 million were made available from the FY 71 USARELUR
Command Opereting Budget.
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1
12
3]
14
15
17
18
19
20
21

22
23

24
1]
2
b} ]
38
37
45
83

1F

FORT BENNING
FY 72 OMA FUNDED VOLAR PROJECTS

ERQIECT TITLE

Operation of & Welcome and Certral Processing Center $

Corntract for Civillan KPs in Unit Messes Post-Wide

Civilian Detail Labor Force

Pay Civilians, Purchase and Maintain Equipment for Maintenance
and Police of Roads and Grounde

Pay Civilians, Purchase and Maintain Necessary Equipment to Enhance
the Preventive Maintenance Program

Provide POV Allowance for Personnel Operating a Small Reception
Booth at Columbus Airport

Civilian Pay for Expanded Commissary Hours

Civillan Pay for Expanded Operating Hours of the QM Clothing
Sales Store

Maintain Improved Post Shuttle Bug Service

Implementation, Control and Evaluation Costs of Project VOLAR

Pay for MEDDAC Civilian Employees

Provide a Learning Center for Private Study by Individuals

Expand Use of Programmed Instruction at USAIS

Pay Civilian Janitors for Special Service Activities

Provide College Tuition Assistance fo: Officers and NCOp

Provide Funds for ROTC Cadet Vieit Program

Civilian Pay for Augmentation of Btaff of Army Emergency Relief Section

Conduct USAIS Liaison Visits to Other Installations in Connection with
Project VOLAR

Pay of one. Civilian Employes in the Student Affairs Office USAIS

Hire Personnel Required to Provide s Base for VOLAR Implementation
Requirements

Expand Dependent Dentsl Care

Pay of one Civilian Employee in the Public Inforration Office

Continue Maintenance of Furniture for Soldiers' Barracks

Continue Imployment of CPO Clerks .

Provide Photographic Support for Project VOLAR

Purchase Supplies ®© Maintain Phase I ACS Simulator

Augment Custodial Services in Admin Buildings

Incresse Support for ACS Welcome Wagon

TOTAL §
FY 72 FHMA FUNDEID VOLAR PROJECTS

Refuse Collection and Dispossl, Maintenance of Real Property Facilities
and Free Quarters Cleaning

LUNQING LEVEL

$

117,000
2,575,500
368, 500
473,700

1,164,700
1,000

143,500
8,300

86, 800
88,000
937,500
32,000
33,100
11,000
30,000
39,100

7,800
14,000

6,800
1,025,600

58,000
6,000
50, 900
51, 800
10,900
5,000
150, 000
2,100

7,500,000

628, 000



A
SA

6A
TA
8A
11A
12A
13A
14A
17A

JAA

FORT BRAGG
FY 72 OMA FUNDED VOLAR PROJECTS

ERQIECT TITLE

Continue Civilian Hire for Roads and Grounds Maintemance
Continue Post-Wide PM Program

Continue Refuse Collection .

Continue Sewing Service

Purchase and Maintain Recrestional Equipment and Letablish lseue Facility

Continue Civillan KP Service
Ixpand VOLAR Bus Service Contract
Buy Barracks Fumiture
Maintain Barracks Furniture
Letablish Hi-Neighbor Program
Purchase Recording Tape and Film
Furnieh Chapel Activities Roome
Purchase Visual Aids-Religious I:ducluou
Maintain Dayroom and Club Furniture
Refurbish Transportation Building
Establisk Hospital Central Appointment System
Expand Troop Dispensary to Care for Dependents
Renovate Jroop Medical Clinic
Renovate Dental Clinice
Improve Drug Abuse Program
Initiate Civillan Ammunition Dump Guard Service
Provide for Proficlency Awards Program to Develop Teamwork at Small
Unit Level
Establish Fund for VOLAR Administration
Establish "Inscape’ (Coffee House)
Post Harmony in Music Program
Hire Civillan Augmentation for 10
Begin Religious Retreat Prolum {Duty Day with Goc)
Air Condition Dining Rooms
Rehabilitate Temporary Barrecks with Limited Partitions
Purchase Steam Cleaning Equipment
Estableh One Stop Personal Service Center
Publish Newsletter and Dependent Bulletin
Purchase Color TV Sets for Hoepital Wards
Purchase Radio Dispatch System for Hospital Ambulances
Purchase Dayroom Furniture for NCO Academy

TOTAL

ZUNDED LEYEL

842,000
1,230,300
166, 000
37,500
132, 400
2,045, 000
188, 000
93, 000
60, 000
10, 300
2,000
4, 000
1,000
48, 000
87,600
27,800
7,600
75,900
127, 600
30, 000
57, 900
5,000

46, 700
10, 000
3,400
3,700
7,100
46,100
36,000
7,200
30,000
15, 000
39,400
8,500
4,000

5,645,000
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FORT CAMPBELL
FY 72 OMA FUNDED VOLAR PROJECTS

ERQIECT TITLE

Establish 12-Out Processiag aad Welcome Facility

Hire Civillas KP .

Improve Special Services Activities

Renovate Troop Medical Clinice

Hire Civiliaa Labor Force

Install Short-Order Mess Lines in 46 Mess Halle

Police of Roads and Grounde (Costract)

Renovate Deatsl Cliaice

Resovate Hespital Clisics and Emergency Rooma
Reaovate Receptica Statiom Mess Halls

Purchase Fursiture for Soldiers' Barracke

Hire Civilians for Refuse Collection

Hire Civillans to Lnhance Preventive Maintenance Program
Paving and Lighting of Sidewalks

Hire Education Counselors for the Post Lducation Center

TOTAL

LUNDED LEYEL

42,400
626,700
48,400
80,900
499,100
43,600
282,000
31,000
74,000
10, 000
75,000
30,200
249,400
15,200
15,000

<,118,000



-7
$4-71
$7-71
61-71
64-71
75-71
78-71
84-71
97-71
99-71
101-71
104-71
109-71
114-71
115-71
116-71
121-71
122-71
131-71
138-71
1-72
2-72
-
4-72
5-72
6-72
7-72
8-72
10-72
11-72
12-72
13-72
14-72
16-72
17-72
18-72
19-72
20-72
21-72
22-712
24-T2
27-72
28-712
29-72
30-72
51-72

67-71

FORT CARSON
FY 72 OMA FUNDED VOLAR PROJECTS

BROECT TIILE

Coffee House Support

Employment of Ten Special Service personnel
Purchase Barrecks Furaiture

Previde Maid Service in BAchelor Quarters
Improve Medical Service

Traneportation of Off-Post Dependents

Hire ACS Social Worker

Support of Reenlistment Program

Chaplain Professionsl Training

Employ Religious Education Directors

Conduct Off-Post Religious Retreats

VOLAR Adminietration and Travel

Purchase Labor Saving Devices

Deferred R&U Maintenance

Install Class A4 Convenience Telephones in Troop Barracks
Purchase Unit Esprit Items

Provide Transportation to and from Airport
Improve Information Program

Purchase Equipment for EM Clubs

Eetablish Racial Harmony Program

Expand Budget Counseling Service

Purchase Sound Mddules for Music House
Modernize Self-Service Supply center

Improve Transportation Services

Civilian Hire to Replace Detail Soldiers
Contract Civilianization of KPs

Establish Learning Laboratory

Expand Use of Milk Shake Machines

Civillan Recruitment Support

Improve Installation Security/Relesse Soldier from Gunrd
Improve MP Professionalism and Public Image
improve Dining Facility Decoration and Equipment
Playground Improvement

Purchase Equipment for Craft Shope

Lstablish Fine Arts and Special Events Program
Establish Bookmobile Service

Rehabilitate Post Nursery

Redecorate Chapele-in-the-Round

Purchase Road and Gun Club Kquipment
Construct lllumimated Map and Information Board
Support Morale and Welfare Activity

Publish Fort Careon Magasine

Expand Commissary Hours

Improve Billeting Facilities

Establieh a Visitor Center/Museum

Renovate Rod and Gun Club

TOTAL

FY 72 FHMA FUNDED VOLAR PROJECTS

Free Quarters Cleaning

A9

EUNDING LEVEL

9, 400
68, 500
98, 600
34,500

429,300
21,700

9, 600

2,500
11, 800
19, 400

7, 000
27, 600
62, 800

964, 100
29, 000
131, 400
110, 700
35, 900
10, 000

5,400

5,700
25,200
32,700
50, 900
173, 300

1,437,600
44,500

3,200

5,400
20, 000
13, 000
164, 300

7. 900

3, 000
107, 100
21, 900
33,500

6, 400
20, 700

6, 000
133, 400
12, 100
131, 000
78, 500
38,200

7,200

4, 70%, 600

140, 000



FORT DIX

FY 72 OMA VOLAR PROJICTS

ERQIECT £ BROIECT TITLE FUNDING LEVEL®

1 Replace the Heating and Plumbing System in 27 235- $ 1,466,200
Man Barracks

2 Establish Preventive Maintensnce Force 244, 600

3 Establieh Contralised Welcome Processing Ceater 115,500

4 Hire Personnel to Provide Extra Hour Medical and 158,500
Dental Service

5 Establish Civilian Police and Labor Force 286,000

[ Contract for Civilan KP in Permaneat Party Messes 417,200

7 Replace Damaged Doore-on 43 Peremaneat 316-Man 67,000
Barracks

8 Repair 27 Warming Huts on <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>