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i 
TO BE SUCCESSFUL, ANY ORGANIZATION MUST INSTILL ANO MAINTAIN 

A HIGH DEGREE OF MOTIVATION AT ALL LEVELS, BUT MOST ESPECIALLY AT 

THE EXECUTIVE LEVEL. ÏHIS ESSAY SUGGESTS SPECIAL ATTENTION IN THAT 

almost one-half or the colonels on active duty did not attend a 

SENIOR SERVICE COLLEGE (SSC^YET ALMOST ALL (99^) OF THE GENERAL 

OFFICERS ARE SSC GRADUATES. THE FINAL YEAR IN WHICH AN ACTIVE DUTY 

OFFICER CAN ATTEND A SENIOR SERVICE COLLEGE RESIDENT COURSE IS IN 

THE TWEN'Y-THIRD YEAR OF SERVICE, YET BY STATUTE HE CAN CONTINUE TO 

SERVE UNTIL THE TWE N TY-E I GHTH YEAR FOR REGULAR ARMY LIEUTENANT 

COLONELS AND THIRTY YEARS FOR REGULAR ARMY COLONELS. MOTIVATION 

DURING THIS FIVE TO SEVEN YEAR PERIOD OF SERVICE WITH EXTREMELY 

LIMITED OR ALMOST NO PROMOTION POTENTIAL IS THE THESIS OF THIS 

ESSAY. The DATA WAS COLLECTED BY LITERATURE SEARCH AND PERSONAL 

INTERVIEWS. The MOTIVATIONAL CHALLENGE IS ADDRESSED FROM FOUR 

V.EWPOINTS: THE OFFICER HIMSELF; OTHER OFFICERS; HIS EMPLOYER 

(the US Army); and Congress who must legislate both pay and length 

OF SERVICE. A BRIEF REVIEW OF THE HISTORY OF MILITARY RETIREMENT 

AND ITS RAPIDLY GROWING C0STS( BE NEF I TS ) IS INCLUDED. THE ESSAY 

CONCLUDES THAT IF THE SECRETARY OF THE ARMY MODIFIES INSTRUCTIONS 

TO SELECTION BOARDS, THEN OFFICERS IN THE GRADE OF COLONEL WILL BE 

MORE HIGHLY MOTIVATED TOWARD PERFORMANCE OF DUTY RATHER THAN MO¬ 

TIVATED TO SERVICE FOR ENHANCED RETIREMENT BENEFITS. 
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PART I: MOTIVATIONAL THEORY 

"Mot i vat i on is influence, a force that gives rise to be¬ 

havior.The actions and incentives that differentiate man 

as an individual are qualities that can de assessed as a scale 

of values. What intrinsic needs prompt an individual to achieve, 

what motivates? 

Three professors, all psychologists, have contributed much 

TO THE DEFINITIONS OF THE INTRINSIC NEEDS THAT AFFECT HUMAN BE¬ 

HAVIOR. Abraham Maslow of Brandéis University, Frederick Herzberg 

of Western Reserve University and David McClelland of Harvar.d all 

conducted extensive research and published several works on mo- 

tivitational theory. Maslow and Herzberg established overall 

THEORIES OF MOTIVATION, MASLOW IN GENERAL ANO HERZBERG MORE - 

directly related to job functions. McClelland concentrated on a 

particular need, achievement, a requisite THAT IS MOST important 

IN BUSINESS, INDUSTRY, OR THE PROFESSION OF ARMS. 

Maslow's Hierarchy of Needs is a theory of motivation based 

2 
ON NEEDS ARRANGED IN ORDER OF POTENCY. As THE LOWER LEVEL NEEDS 

WITHIN THE HIERARCHY ARE MET, THE NEED ARISES FOR SATIETY OF THE 

HI.GHER ORDER OF NEEDS. ThE HIERARCHY IS ARRANGED AS FOLLOWS: 

The lowest level, physiological, is the need for FOOD, AIR, 

SLEEP, etc. Usually these needs are taken for granted, but 

I 



Maslow reminds us that they may have tremendous potency. For 

example, one seldom thinks of the need for air, satisfaction 

is taken for granted, until one starts to choke on something 

AND IS UNABLE TO GET HIS BREATH, HE THEN BECOMES TOTALLY IN** 

VOLVED IN THE STRUGGLE TO SATISFY THAT NEED ANO FORGETS ALL 

OTHER MOTIVATIONAL NEEDS AT THE MOMENT. 

Moving up Maslov's scale of needs to esteem, one finds a 

TWO DIMENSIONAL NEED, THE NEED FOR SELF-ESTEEM ANO THE NEED TO 

RECEIVE RECOGNITION AND ESTEEM FROM ONE'S FELLOW MEN. THIS IS 

A NEED TO HAVE ONE'S COMPETENCE ACCEPTED AND RECOGNIZED IN THE 

EYES OF BOTH ONESELF ANO OTHERS. AND FINALLY, AT THE APEX OF 

Maslov's hierarchy is the need for self-actualization. This is 

THE REQUIREMENT TO BECOME ALL THAT ONE IS CAPABLE OF BECOMING, 

TO REACH ONE'S FULL POTENTIAL IN ONE'S OWN TERMS.3 

Professor Herzberg's contribution to motivational theory, 

Hygiene-Motivation Theory, might best be summarized as follows; 

MAINTENANCE OR HYGIENE NEEDS ARE ASSOCIATED WITH THE SIDE OF 

MAN'S NATURE THAT WANTS TO AVOID PAIN, AND THE MOTIVATIONAL NEEDS 
' ' • 0 • • 

ARE THOSE THAT MAN HAS TO SATISFY IN HIS DESIRE FOR ACHIEVEMENT, 

RECOGNITION, RESPONSIBILITY, ADVANCEMENT, AND THE DEVELOPMENT OF 

HIS INHERENT CAPABILITIES. AMONG HYGIENE NEEDS ARE SUCH THINGS 

AS PHYSICAL WORKING CONDITIONS, SUPERVISORY POLICIES, WAGES, ANO 

FRINGE BENEFITS. THESE NEEDS ARE IMPORTANT, BUT THEY ARE NOT 

kEALLY MOTIVATORS IN THE SENSE OF MAKING AN INDIVIDUAL REACH OUT 

AND EXPAND AND GROW. THUS HYGIENE NEEDS ARE OFTEN REFERRED TO AS 

MAINTENANCE NEEDS IN THAT THEY HAVE ONLY A SUSTAINING NATURE. 



As TO MOTIVATIONAL NEEDS, HERZBERG LISTS RECOGNITION, RE¬ 

SPONSIBILITY, ACHIEVEMENT ANO GROWTH. THESE CAN Be MET ONLY BY 

GIVING INDIVIDUALS CHALLENGING AND INTERESTING TASKS. Th IS IS 

THE PRIMARY REASON TOR PERSONS BECOMING HIGHLY MOTIVATED, BY 

HAVING A JOB THAT CAUSES THEM TO GROW AND CHALLENGES THEM TO 

FULL COMMITMENT TO THE TASK. HERZBERG'S CONCEPT IS THAT A CHAL¬ 

LENGING TASK GIVEN TO CAPABLE MANAGERS IS THE HIGHEST MOTIVATOR 

AND THE BEST SOURCE FOR GROWTH AND DEVELOPMENT OF THE INDIVIDUAL 

David McClelland's conclusion is that there are people who 

HAVE A VERY HIGH NEED TO ACHIEVE. BOTH MASLOW AND HERZBERG IN¬ 

CLUDE THE ACHIEVEMENT NEED IN THEIR MOTIVATIONAL NEEDS, BUT- 

McClelland focuses on this in particular. He further identifies 

people who are high in the achievement motivation as having the 

following characteristics: 

a. They often prefer to undertake and solve pr'oblems alone 

and frequently assume a sense of ownership with the problems. 

b. They gravitate to those problem situations where a fast 

feedback on their performance is available. He likes to do well 

and knows it. 

c* This type achiever is the kind who often set modestly 

RISKY PERSONAL GOALS. HE GET SATISFACTION FROM ACCOMPLISHMENT 

ANO HIS GOALS ARE USUALLY INTERESTING, CHALLENGING, ATTAINABLE, 

IF OFTEN RISKY.5 

When motivation is stripped down to its greatest simplicity 

IT BECOMES THE PROCESS OF PURSUING THOSE COURSES OF ACTION WHICH 

PROMISE THE GREATEST DEGREE OF SAT ISFY ING NEE OS. THE PROCESS IS 

CONTINUOUS 
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The intensity of an achiever's motivation is related to his 

HEREDITY ANO THE SUSTENTATIVE EXPERIENCES WHICH CREATE HIS PARTI¬ 

CULAR NEEDS. His ANTICIPATED SATISFACTION is RELATED TO THE EN¬ 

VIRONMENTAL SITUATION IN WHICH HE FINDS HIMSELF, WHETHER OR NOT 

THIS SITUATION PROMISES AN OPPORTUNITY FOR A HIGH DEGREE OF 

SATIETY, A LOW DEGREE, OR NONE AT ALL. 

McClelland further identifies two influences on this process 

OF MOTIVATION WHICH MUST BE CONSIDERED IF WE ARE TO UNDERSTAND 

THE DETERMINANTS OF BEHAVIOR.^ THE FIRST IS SELF - PER CE PT I ON , HOW 

A MAN PERCEIVES HIMSELF, H.S IMAGE, HIS IDEA OF HIS OWN PERSONALITY 

and individuality. This self-perception has tremendous impact on 

THE INTENSITY OF ONE'S MOTIVATION. AS ANY LEADE R UN DE RST ANDS, AN 

INDIVIDUAL CAN DEVELOP AN ALMOST AMAZING ABILITY TO RESIST CHANGING 

THE IMAGE HE HAS OF HIMSELF. HE CAN ANO WILL DISTORT INCOMING SIG¬ 

NALS IF THEY ARE IN CONFLICT WITH HIS SELF - PER CE PT I ON . HE SIMPLY 

REFUSES TO ACCEPT THE REALITY OF A CHANGING SITUATION. Jo ENGENDER 

A DEGREE OF CHANGE IN SELF-PER CE PT I ON IS DIFFICULT EVEN FOR 

trained counselors and psychologists. However, once a person can 

BE led TO ACCEPT THESE CHANGES AND THElR EFFECT ON HIMSELF AS A 

PERSON, THEN HE BECOMES FREER TO PURSUE ACTIVITIES WHICH WILL 

SATISFY ACHIEVEMENT NEEDS. 

The second key influence is an individual's perception of 

his environment. Please note, I have said it is how an individual 

.PERCE I VES HIS ENVIRONMENT, NOT THE ENVIRONMENT ITSELF. WHAT AN 

INDIVIDUAL PERCEIVES OR THINKS TO BE HIS SURROUNDINGS IS THE RE¬ 

ALITY OF THE SITUATION OR ENVIRONMENT EVEN THOUGH THA; lEALITY 

MAY NOT AT ALL MATCH THE MORE OBJECTIVE VIEW OF OTHERS. THEREFORE, 

4 
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HOW THE PERSON PERCEIVES OR FEELS ABOUT HIS ENVIRONMENT WILL IN 

GREAT PART INFLUENCE THE INTENSITY OF HIS MOTIVATION TOWARD SATIS¬ 

FYING HIS ACHIEVEMENT NEEDS.^ 

|N SUMMARY, MAN IS DEFINED AS A CREATURE WHO IN HIS HUMANESS 

IS ATTEMPTING TO MEET A SET OF NEEDS. As HE PURSUES THE SATIS¬ 

FACTIONS OF THESE NEEDS, THE INTENSITY IS CONTROLLED BY TWO 

FACTORS; ONE IS THE INTENSITY OF THE NEED WITHIN HIMSELF, ANO THE 

OTHER IS HIS PERCEPTION OF THE ENVIRONMENT IN WHICH HE IS OPERATING. 

We shall now address how these motivational influences affect high 

ACHIEVERS, SPECIFICALLY IN THE GRADE OF COLONEL, US ARMY. 

PART 11: THE MOTIVATIONAL CHALLENGE 

Of THE 3544 OFFICERS SERVING IN THE GRADE OF COLONEL, US ARMY, 

on 31 July 1975, only 51.2# graduated from one of the five senior g 
SERVICE COLLEGES. THESE COLLEGES ARE THE NAT I ON AL WAR CoLLEGE, 

the Industrial College of the Armed Forces, the Army War College, 

the Air War College, and the Naval War College. Each of these 

COLLEGES CONDUCTS AN ANNUAL RESIDENT COURSE COMMENCING IN AUGUST 

AND GRADUATING THE FOLLOWING JUNE . THE FINAL YEAR OF ELIGIBILITY 

t for Army officers to attend one of these courses is in his twenty- 

third YEAR OF COMMISSIONED SERVICE.^ THE US ARMY WAR COLLEGE ALSO 

CONDUCTS A TWO YEAR NON-RESIDENT (CORRESPONDING STUDIES) COURSE. 

Eligibility to attend this course is through the twenty-fifth 

YEAR OF COMMISSIONED SERVICE. THESE CLASSES, HOWEVER, ARE COMPOSED 

OF APPROXIMATELY ONE-HALF ARMY RESERVE OR NATIONAL GUARD OFFICER1• 

And of the six classes graduated to date, no US Army active duty 

GRADUATE OF ANY OF THE CORRESPONDING STUDIES COURSES HAS BEEN 

T* 



1., mmw_ 4PWJ|ÍI.JImiljiLÿiim !I,uu Vf«m W». n h a,m;,i.,» um 

SELECTED TOR PROMOTION TO GENERAL OFFICER.10 THEREFORE, THE 

RATIONALE CONCERNING MOTIVATIONAL ASPIRATIONS FOR PROMOTION 

APPLIES ONLY TO THE RESIDENT COURSE FOR WHICH ELIGIBILITY ENDS 

IN THE TWENTY-THIRD YEAR OF SERVICE. 

Of the officers serving in all ranks of general officer in 

the US Army, MORE THAN 99# have completed the resident course at 

one of the five senior service colleges.11 More than one-half 

of the colonels currently on active duty has not graduated from 

A SENIOR SERVICE COLLEGE RESIDENT COURSE AND FOR THAT REASON 

HAS LITTLE OR NO PROMOTION POTENTIAL AFTER THE SELECTION LISTS 

ARE ANNOUNCED DURING THE FINAL YEAR OF ELIGIBILITY. FURTHERMORE, 

ALMOST 50$ Of THE COLONELS ON ACTIVE DUTY HAS COMPLETED MORE THAN 

TWENTY-FIVE YEARS OF SERVICE AND HAS VERY LIMITED PROMOTION PO¬ 

TENTIAL IN THAT THE AVE RAGE SE LE TT I ON RATES FOR OFFICERS BEYOND' 

THE PRIMARY ZONE FOR PROMOTION TRADITIONALLY HAVE BEEN EXTREMELY 

LOW.12 

IN SUMMATION, THE PROBLEM OCCURS WHEN A COLONEL HAS NOT 

ATTENDED A SENIOR SERVICE COLLEGE BY HIS TWENTY-THIRD YEAR OF 

SERVICE, HE HAS AN ALMOST ZERO CHANCE OF PROMOTION. |F HE HAS 

ATTENDED A SENIOR SERVICE COLLEGE BUT HAS NOT BEEN SELECTED FOR 

FURTHER PROMOTION BY THE END OF HIS TWENTY-fIFTH YEAR OF SERVICE, 

THEN PROMOTION POTENTIAL IS MINUTE REGARDLESS OF DUTY PERFORMANCE. 

The achievement of the rank of colonel in the US Army requires 

APPROXIMATELY TWENTY-ONE YEARS OF DEDICATED SERVICE BY OFFICERS 

WITH A WIDE RANGE OF SKILLS, EXPERIENCE AND EDUCATION.^ M0_ 

TIVATING THIS GROUP OF HIGH ACHIEVING OFFICERS, LACKING PROMOTION 

POTENTIAL, TO DEDICATED PERFORMANCES OF DUTY, RATHER THAN AN 

6 



ORIENTATION ON SERVICE TO QUALIFY FOR BETTER RETIREMENT BENEFITS, 

IS THE UNDERLYING CHALLENGE. 

PART Ml: DISCUSSION 

Weighing the motivational factors of intrinsic needs within 

A PERSON AND HIS PERCEPTION OF THE ENVIRONMENT IN WHICH HE IS 

OPERATING, THE CHALLENGE AS EXPRESSED IN PART II WILL BE DISCUSSED 

FROM FOUR VIEWPOINTS: FIRST, AS THE OFFICER SEES HIMSELF; SECOND, 

AS OTHER OFFICERS SEE HIM; THIRD, FROM THE STANDPOINT OF HIS EM¬ 

PLOYER (the US Army); and finally, from the viewpoint of Congress 

WHO MUST LEGISLATE HIS CONTINUED EMPLOYMENT AND COMPENSATION. 

Within an affected officer the feeling could be compared with 

A professional football game in which the all-star selections are 

MADE AND ANNOUNCED AT THE END OF THE THIRD QUARTER. DURING THE 

FOURTH QUARTER HE CANNOT CHANGE THE SELECTION REGARDLESS OF HOW 

WELL HE PLAYS OR HOW MANY TOUCHDOWNS HE MAY SCORE. ALSO PRESCIENT 

TO THOSE PLAYING IS THE KNOWLEDGE THAT EVEN THOUGH THE REWARDS WILL 

NOT BE FORTHCOMING, ALL THE RISKS REMAIN. TRANSPOSING THIS ANALOGY 

h *1 
TO THE REAL WORLD" WITHIN THE ARMY ONE MUST SUGGEST THAT THE "RULES 

OF THE GAME" CERTAINLY DO NOT INSPIRE COLONELS UNDER THESE CIRCUM¬ 

STANCES TO SEEK AND PERFORM DEMANDING JOB-S FOR WHICH THEY MAY HAVE 

OUTSTANDING QUALIFICATIONS AND EXPERIENCE. OF COURSE, THERE ARE 

OFFICERS WHO WILL CONTINUE TO PLAY WELL EVEN IN A "NO Win" SITUATION 

SIMPLY BECAUSE THEY LOVE THEIR PROFESSION. THESE ARE THE SAME IN¬ 

DIVIDUALS WHO SHOULD BE PROMOTED AND GIVEN MORE RESPONSIBILITY. 

A COMPARISON OF SERVICE SCHOOL ATTENDANCE BY ARMY AND AIR 

Force generals and Navy admirals reveals that as of |4 November 

7 



1975 ONLY 282 OF 357 Air fORCE GENERALS HAVE ATTENDED A 

I 4 
SENIOR SERVICE COLLEGE. Or THE 20f UNRESTRICTED LlNE FLAG 

OFFICERS IN THE NAVY, ONLY 109 (OR ^2.6^) HAVE ATTENDED A SENIOR 

SERVICE COLLEGE AND 57 (OR 27.6#) HAVE ATTENDED NEITHER A SENIOR 

OR JUNIOR SERVICE COLLEGE. THE NAVY'S CRITERIA FOR ATTENDANCE TO 

SERVICE COLLEGES ARE BASED UPON AVAILABILITY AFTER OTHER KEY BIL¬ 

LETS ARE FILLED. THE NAVY ALSO ATTEMPTS TO SELECT A MINIMUM OF 

ONE OR TWO OFFICERS FOR PROMOTION TO FLAG RANK FROM EACH YEAR 

GROUP UNDER CONSIDERATION THROUGH THE TWENTY-NINTH YEAR OF SER- 

15 
vice. y In the Air Force the zone for selection for promotion to 

GENERAL OFFICER IS NINE YEARS INCLUDING THE TWENTY-NINTH YEAR OF 

|6 
SE R V I CE . 

Comparison of service college attendance and promotion se¬ 

lection CRITERIA REVEALSTHAT OFFICERS IN THE AlR FORCE AND NAVY 

WHO HAVE NOT ATTENDED SENIOR SERVICE COLLEGE CONTINUE TO HAVE THE 

OPPORTUNITY FOR PROMOTION THROUGH THE TWENTY-NINTH YEAR OF SERVICE. 

In the Army, the precept is that promotion opportunity evaporates 

FOR NON-SENIOR SERVICE COLLEGE ATTENDEES WITH THE FINAL YEAR OF 

ELIGIBILITY, THE TWENTY-THIRD YEAR. 

When a group of achievers with high order needs realizes there 

IS no way of fulfilling these needs, the search for substitutes 

begins. These take many forms; the placing of family responsi¬ 

bilities ABOVE DUTY, THE DEVELOPMENT OF OTHER INTERESTS SUCH A3 

A HOME, REAL ESTATE, INVESTMENTS, HOBBIES OR WRITING.*? THE EX¬ 

PERIENCE, EDUCATIONAL LEVEL, PRIOR COMPETITIVE ENVIRONMENT AND 

THE ABILITY TO FUNCTION UNDER PRESSURE PLACE COLONELS INTO A 

GROUP THAT REQUIRES MOTIVATION IN THE UPPER LEVELS OF ANY SCALE; 

8 
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AND IF THESE MOTIVATIONAL NEEDS ARE NOT MET BY THE IR PROFESSION, 

THEY WILL CONSCIOUSLY OR UNCONSCIOUSLY REORDER THEIR NEEDS AND 

goals. Under this reordering, duty performance may lose while 

SERVICE OR TENURE REMAINS, OR ELSE THEY WILL SIMPLY CHANGE PRO¬ 

FESSIONS BY RETIRING. WHEN THIS OCCURS, THE PROCESS BEGINS AGAIN 

WITH OVER ONE-HALF OF THE FOLLOWING GROUP OF COLONELS. 

The views of his fellow officers can greatly influence the 

MOTIVATIONAL FACTORS OF THIS OFFICER, PARTICULARLY IN HIS PER¬ 

CEPTION OF THE ENVIRONMENT IN WHICH HE IS OPERATING. |F HE IS 

CONSIDERED TO BE A ”COME Rn BY HIS PEERS, SENIORS AND SUBORDINATES, 

THE ENVIRONMENT IS VASTLY DIFFERENT FROM ONE WHO IS "OVER THE HILL" 

f . 

PROFESSIONALLY AND HAS LITTLE OR NO CHANCE OF GOING FURTHER. THE 

"COMER" IS FULFILLING I N T R I N S I C . N E EJ) S WITHIN HIMSELF AND THIS IN 

TURN CREATES SELF-FULFILLMENT BY ASSOCIATION IN HIS FELLOW OFFICERS. 

Sometimes "over the hill" officers are referred to as ROAD (Re¬ 

tired on Active Duty) or OJR (On Job Retired). 

The immediate subordinates of these ROAD/OJR officers will 

AVOID ANY ACTIONS WHICH MIGHT JEOPARDIZE THEIR OWN MOTIVATIONAL 

NEEDS OR ASPIRATIONS, BUT THE DESIRE TO SERVE UNDER A "COMER" IS 

OBVIOUS IN THE SELF-A CT UALI ZAT I ON MOTIVATION. THERE CAN BE RENDERED 

A DEGREE OF RESPECT TO THAT INDIVIDUAL WHOSE PERSONAL QUALITIES 

AND PERFORMANCE INDICATES THAT HE TRULY LOVES AND IS DEDICATED TO 

HIS PROFESSION} BUT UNDER THE PRESENT r<ULES, A CURSORY CHECK IN THE 

OFFICERS1 REGISTER WILL TELL IN MOST CASES, DEDICATED OR NOT,. IF A 

I 8 
COLONEL HAS PROMOTION POTENTIAL. ° 

From his employer's viewpoint, the US Army, a rather strange 

DICHOTOMY DEVELOPS. It MIGHT BE SUMMARIZED AS,."H0W DO WE USE 



THIS POSSIBLY EFFECTIVE OFFICER WHO MAS LITTLE FUTURE BUT A 

WEALTH OF EXPERIENCE VERSUS HOW 00 WE MOVE THIS OFFICER OFF THE 

SCENE INTO RETIREMENT IN ORDER TO VITALIZE OR KEEP THE OFFICER 

corps young.” From an assignment standpoint, the upper echelons 

of the Army appear to be almost flooded with colonels looking 

for "easy” jobs, particularly jobs that place them in the lo¬ 

cality OF THEIR PLANNED RETIREMENT OR JOBS THAT CAN ASSIST IN 

THE TRANSITION TO A CIVILIAN PROFESSION. THIS IS ESPECIALLY 

TRUE IN THE OVER TWENTY-FIVE YEARS SERVICE CATEGORY.^ 

The obvious conclusion is that these colonels feel little is 

TO BE GAINED BY OUTSTANDING DUTY PERFORMANCE WITHIN THE ARMY, YET 

EACH ADDITIONAL YEAR OF SERVICE CAN ADD MANY THOUSANDS OF DOLLARS 

TO THEIR LIFETIME EARNINGS. WHEN ONE CONSIDERS THAT ONE-HALF OF 

THE MORE THAN 35^0 COLONELS HAVE FIVE TO SEVEN YEARS SERVICE RE¬ 

MAINING WITHOUT PROMOTIONAL MOTIVATION, THE NUMBER OF MAN YEARS 

BECOMES FORMIDABLE INDEED. EXPRESSED ANOTHER WAY, THIS BECOMES 

MORE THAN $57*000*000 per YEAR PAID TO COLONELS WHO HAVE LITTLE 

PO 
OR NO PROMOTION POTENTIAL. 

And finally, to discuss this body of talent from the view¬ 

point or Congress who must legislate any significant actions 

such as promotion, terms of employment, or remuneration. Mem¬ 

bers of Congress, in order to remain successful, must be finely 

ATTUNED TO THE POLITICAL REALITIES OF THEIR ENVIRONMENT. 

The increasing cost of the Department of Defense, even in 

PEACETIME, IS A MAJOR CONCERN OF CONGRESS. PERSONNEL COSTS IN 

the Defense budget have skyrocketed to almost 6o£ of the total 

WITH RETIREMENT COSTS ESTIMATED TO BECOME APPROXIMATELY ONE-HALF 

10 



or THE PERSONNEL PORTION. 
21 

In that Congress has enacted all the legislation concerning 

retirement, it is appropriate to review briefly the history and 

evolution or the retirement system. "Retirement provisions, as 

THE CULMINATION or A MILITARY CAREER, HAD THEIR BEGINNINGS IN 

|86l. Their primary purpose, even as this early time, was to 

•vitalize the active list' ano prevent recurrences or ... 

situations such as occurred during the Mexican War or 18H8 when 

ONE OFFICER WAS STILL COMMANDING A REGIMENT AT THE VENERABLE AGE 

or 82."22 ... 

The initial LAW or 1861 provided for retirement after 4o 

YEARS or SERVICE AT 75# PAY. THIS WAS MODIFIED TO ALLOW FOR RE¬ 

QUESTED retirement after 30 years or service. All retirement was 

AT THE DISCRETION OF THE P RE'* I DE N T . . AO O I T I ON A L L Y , THE PRESIDENT 

COULD INVOLUNTARILY RETIRE ANY OFFICER AT AGE 62 OR 45 YEARS OF 

ACTIVE SERVICE. ALL OFFICERS WERE MANDATORILY RETIRED AT AGE 64. 

Pew officers in the pre-Worlo War II period considered the 

POSSIBILITY OF A SECOND CAREER UPON RETIREMENT. THE ARMY OFFICER 

WAS A PROFESSIONAL WHO WAS HIGHLY QUALIFIED IN SKILLS WHICH WERE 

NOT READILY T RANSFER RAB LE TO CIVILIAN JOBS WHEN HE RETIRED IN HIS 

60'S. AS A PROUD PROFESSIONAL HE ENDEAVORED TO MAINTAIN THIS STA¬ 

TUS THROUGHOUT A LIFETIME CAREER. HlS RETIREMENT BENEFITS WERE 

EXCELLENT AND THE LIFE STYLE DID NOT INDICATE A SECOND CAREER. 

The retirement laws remained significantly unchanged until 

POST WORLD WAR II WHEN THE OFFICER PERSONNEL ACT OF 194? WAS 

passed. This act was designed to vitalize the armed services by 

PROVIDING INCENTIVES FOR EARLY RETIREMENT FOR THE OLDER OFFICERS. 

II 



In esscncCj the act provided for retirement based upon .length of 

24 
TIME IN SERVICE OR AGE. 

# • 

Regular or Reserve officers may be retired upon application 

AND APPROVAL BY THEIR SERVICE SECRETARIES AFTER 20 YEARS OF ACTIVE 

SERVICE; 10 WHICH MUST BE COMMISSIONED SERVICE. FOR THIS ESSAY,. 

THE MOST SIGNIFICANT ASPECT OF THE ACT HOWEVER IS THAT REGULAR 

OFFICERS, EXCEPT FLAG OR GENERAL OFFICERS, ARE SUBJECT TO MANDA¬ 

TORY RETIREMENT IF THEY ARE NOT PROMOTED AFTER SERVING A SET 

NUMBER OF YEARS IN GRADE. IN THE ARMY, REGULAR ARMY LIEUTENANT 

COLONELS WHO ARE NOT SELECTED FOR PROMOTION TO REGULAR ARMY COLONEL 

ARE REQUIRED TO RETIRE AFTER 28 YEARS OF SERVICE AND REGULAR ARMY 

COLONELS MUST RETIRE AFTER JO YEARS OF PROMOTION LIST SERVICE OR 

AFTER SERVING FIVE YEARS IN GRADE AS A PERMANENT COLONEL, WHICH 

EVER OCCURS LATER. 5 

Another key point of the Officer Personnel Act of 1947 is that 

A CAREER OFFICER IS FACED WITH THE PROSPECT OF BEING MANDATOR 1LY 

RETIRED AT A RELATIVELY YOUNG AGE, FREQUENTLY IN HIS LATE 40'S. 

This immediately opens the need and possibility of a second ca¬ 

reer. Also, the diversification of career jobs within today's 

Army provides a wider range of military skills which have civilian 

26 
application. 0 
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The 1958 Pay Act provides for retired pay raises based upon 

THE COST OF LIVING INDEX, WHEREAS CHANGES IN ACTIVE DUTY PAY RE¬ 

QUIRE LEGISLATIVE ACTION. At THE PRESENT TIME, PAY AND ALLOWANCES 

OF SENIOR OFFICERS ON ACTIVE DUTY IS VERY COMPARABLE TO CIVILIAN 

PAY. For example, a colonel with over twenty-two years service 

MAKES APPROXIMATELY $30*000 PEP YEAR IN PAY AND ALLOWANCES. Th IS 



can bccomc more than a half-million dollars in average lifetime 

INCOME AFTER TWENTY-SIX YEARS OF SERVICE. 

In time of war. Congress is concerned basically with the 

EFFECTIVENESS OF THE ARMY, BUT DURING PEACETIME COST BECOMES A 

MAJOR CONSIDERATION. ÏHE COST OF MILITARY RETIREMENT, A LINE IN 

THE TOTAL FEDERAL BUDGET, WAS 1.2 BILLION DOLLARS IN 19^5. Th IS 

COST HAS RISEN TO 6.0 BILLION IN 1975* 6*9 BILLION IN I976, AND 

IS ESTIMATED TO BE 8.0 BILLION IN 197$ AN0 H0RC THAN |2 BILLION 

DOLLARS BY I98O. ThE EFFECT OF HAVING LESS THAN TOTALLY MO¬ 

TIVATED MANAGEMENT IN THE GRADE OF COLONEL COULD RESULT IN UN¬ 

FAVORABLE PUBLIC OPINION AND SUBSEQUENT LEGISLATIVE ACTION. 

If the Army does not change the "rules of the game", it is possible 

that Congress will, and probably not in the fashion the Army would 

DESIRE. 

PART IV: ANALYSIS AND CONCLUSION 

Pay is a strong motivator for continued employment, but not 

necessarily a motivator for performance; whereas, performance is 

the primary measure used for promotion within the US Army. 

How SHOULD THE "RULES OF THE GAME” BE CHANGED TO KEEP A 

YOUNG, VITAL ARMY AND YET NOT ACHIEVE A CONDITION IN WHICH ALMOST 

ONE-FOURTH OF AN OFFICER'S YEARS CAN BE ORIENTED ON SERVICE RATHER 

THAN PERFORMANCE? UNDER THE PRESENT SYSTEM, AN OFFICER'S ELIGI¬ 

BILITY FOR SENIOR SERVICE COLLEGE (SSC) IS FROM THE FIFTEENTH. 

THROUGH THE TWENTY-THIRD YEAR, AND THE PRIMARY ZONE PROMOTION 

ELIGIBILITY FOR BRIGADIER GENERAL AND REGULAR ARMY COLONEL END 

WITH THE TWENTY-FIFTH YEAR. STATUTORY RETIREMENT COMES FOR 

Regular Army lieutenant colonels in the twenty-eighth year and 

13 



for Regular Army colonels at the end or thirty years. The 

Secretary or the Army can change the instructions to promotion 

BOARDS ANO SSC SELECTION BOARDS. IF SSC ELIGIBILITY WERE EXTENDED 

THROUGH THE TWENTY-SIXTH YEAR OF SERVICE AND PRIMARY ZONE PRO¬ 

MOT I ON E L I G I B I L I T Y WERE EXTENDED TO THE TWENTY-EIGHTH YEARi THE 

Army would still be free to select outstanding young officers. 

This, then, would not preclude the selection of more experienced 

OFFICERS WHO ARE WELL WITHIN THE YEARS OF STATUTORY SERVICE PRO¬ 

VIDED by Congressional action. 

MOTIVATIONAL THEORISTS REASON THAT MAN, ESPECIALLY A HIGH 

ACHIEVER, PURSUES THE SATISFACTION OF HIS NEEDS WITHIN HIS PER¬ 

CEPTION OF THE ENVIRONMENT IN WHICH HE IS OPERATING AND AT AN 

29 
INTENSITY PECULIAR TO HIS INDIVIDUALISM. ' 

The author concludes that Army officers do not reach the 

GRADE OF COLONEL WITHOUT POSSESSING HIGH ORDERS OF SKILL, EX¬ 

PERIENCE, DEDICATION AND ASPIRATION. WHEN THE OPERATING EN¬ 

VIRONMENT INDICATES LITTLE OR NO FURTHER PROMOTION OPPORTUNITY, 

THE INDIVIDUAL MUST CONCEDE THAT HE IS A "LOSER1' WHEN THAT 

PARTICULAR ENVIRONMENT IS STRUCTURED TOWARD GREATER ENHANCEMENT. 

With minor modifications in the selection for senior service 

COLLEGE AND PROMOTION, PARTICULARLY IN THE LATER YEARS OF ELIGI¬ 

BILITY, THE OPERATING ENVIRONMENT CAN BE ALTERED SUFFICIENTLY 

TO REMOVE THE "LOSER11 OR "NO WIN11 STIGMA. WlTH SUCH CHANGES 

THE INDIVIDUAL OFFICER GAINS BY REMAINING PROFESSIONALLY VIABLE 

LONGER; HIS FELLOW OFFICERS LOSE THE ABILITY TO IDENTIFY HIM AS 

being "over the hill"; the Army retains the option to choose be¬ 

tween EXPERIENCE AND POTENTIAL; AND CONGRESS IS NOT REQUESTED TO 



TO PAY THE MAMMOTH COST OF RETIRING OFFICERS, WHO WITH HIGHER 

MOTIVATION CAN PRODUCE AN OUTSTANDING DUTY PERFORMANCE TO ACHIEVE 

A MORE COST EFFECTIVE CAREER. 

• 5 
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