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p. 1ii1, line 16 should rcud '"Middle States Association of Schools and
Colleges"

p. &, insert ; on lipne 28 between '"for" and "ethic"
p. 42, line 2, "agendas" should read "agenda"

p. 90, line 40, should read "of relative ., ., ."
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Dear General Rogers,

Attached is the report of the West Point Study Group charged
by you to examine all aspects of the United States Military Academy.
The undersigned are in agreement with the findings and recommendations
contained therein and recommend early attention be given to them,

The enthusiastic assistance accorded the Study Group by civilian
and governmental institutions was of great value. The respect, deep

: concern, and great affection for the Military Academy evidenced
i throughout the country was not only heartwarming but inspired our
¥ work. We have been heartened by the dedication and quality of the
cadets, faculty, and staff of the Military Academy and by the basic
strengths of the institution. We note that West Point is changing and
has changed even as we conducted our inquiry. We are encouraged by
& the initiative already taken to address many of the problems discussed
¥ in this report.
k)

Deepiy aware of the responsibility that you placed on us, we
respectfully submit this report.

Sincerely yours,

S:zsE%iigg;g;ﬂ;%g;;éégs;ui‘a' JACK V, MACKMULL --’JZL-“ :’5? jiﬂ!;::::nz

JACK N. MERRITT

Major General, USA Major General, USA Brigadier General, USA
, Chairman, Academic Chairman, Environment Chairman, Military
3 Committee Committee Professional Development
Committee
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PREFACE

In the aftermacth of the cheating incident of 1976, the Chief of
Staff of the Army felt the need for a broad, searching examination
of the entire U.S. Military Academy and saw in the climate of healthy
self-examination the opportunity to make such changes as might be
found necessary. Thus, in esrly Jenuary, he directed the formation of
the Wast Point Study Group and charged it to study, not simply those aspects
pertaining to Honor, as in the case of the Borman Commission, but with-
a thorough review of all aspects of the Academy. The Study Group drew
its members and consultants from the active Army, Department of Army
civiliians, Federal Service employees and leaders of the academic and
business community. Military members represented a spectrum of military
branches, experience , educaticnal disciplines and varied service at the
Academy. Some had no previous relationship with Weat Point. Consultant
recommendations were solicited from many sources: the National Academy
of Sciences, the National Institute of Education, the Middle States
Agsociation of Schools Colleges, the Department of Defense including asl
three services, the Library of Congress and other appropriate civilian
organizations. A detailed list of committes members appears at Appendix
B. The Study Group operated under the general avepices of the Assigtant
Deputy Chief of Staff for Personnel and consieted of three coumittees--~
Academic, Enviromment and Military Profeseional Development--each umder
the guidance of a general officer.

Over the next 7 months, the members of the Committae probed
relevant aspects of the Academy employing a variety of techniquas. To
develop a data base, the Study Group conducted numerous interviews,
made many visits, adminiastered questionnaires and studied a wide field
of available literature. The Group consulted with members of the Aruy
staff, the Superintendent, Dean and Commandant of the Academy and over
300 members of the Academy staff and Jaculty, as well as the super-
intendents, deans, commandants and faculty of the ¢ cher U.S. searvice
academies and the Canadian, British, German and Fremch academies. The
Group also interviewed nearly 600 cadets and several cadets and midshipmen
from the Air Force and Naval acadamies. Over 40 general officers, active
and retired, were contacted to determine what those yho had achieved
professional success might suggest to improve the Academy and its grsduates,
Still other interviews included leaders of the academic commumity.

The Study Group made fact-finding visits to numercus locations
including all U.S. and five foreign service academies., The Group also
visited 16 private or state colleges or universitiss. Visits to sctive
Army educational institutions included the US Army War College, the
Commsnd and General Staff College, and seven Training and Doctrine Command
Schools. Study Group members vieited nine Army divisions. Quastion-
naires were administered to nearly a thousand newly-commissioued liew-
tenants and over 700 of their commsnders and sudordinates. Quastiosn-




PIETHETHT SRR TIR T R L TIOTERRAE Ty ST TR AT AR TR TR PCE TR A TR RN

P RN e i o Y

naire responses from Academy personnel included over 1600 cadets and
pearly 300 ataff and faculty. The Study Group slso elicited letter
respongses from current corps and division commanders, major command
chiefs of staff, cczaandants of combat and combat sup9ort arm schools
snd separate brigade and regimentsl ccmmamders.

Ressarch efforts embraced a wide variety of material to include
accraditation reports of both the Unfited States Military and Naval
Academieg. The Group reviewed previous studies of the various aca-
demios such a8 the reports of the Folsom Committee, the Kappel Board,
the White Comnittee and the Grneral Accounting Cffice. Rqually use-
ful wera the snnusl class questionnairec end surveys of graduates.
The Group also studied a mwmber of commercially published works.

The Study Group defined objectives and measures of success, gen-
erated discussion, evalusted altemstives snd recommended actions and
topics for further study. Military Academy personnel participated
and assisted the work in mmny ways, as did mmny other Department of
Army organizations. The Study Group particularly appreciates the
wiiling halp and advice received from individumls throughout the
country. Former military men were generouws in their aid. Busy edu-
cators enthusiasticaily provided invelusble help and perspective.

The affection and concern for the Military Academy throughout the
country have besen inspiring tc sll who have participated.

iv
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CHAPTER 1
INTRODUCTTON AND CONCEPT
A. Introeduction

Rasponding to guidance from the Chief of Staff of the Amsf the
Vest Point Study Group examined the United States Military Acada‘y
and found it basically a sound institution. This repert summarizes
the ways in which the Group believes this irstitution can be made
even better, nThe Electrical Engineering 304 cheating incident in
the Spring of\1976, the Report of the Special Commission on the U.S.
Military Acsdemy (the Bormzn Report) in December 1976, and cur review
indicate that the Academy has fallen victim to a number cf probilcms
which in complex and subtle ways have compounded. The Study Group
believes that these problems can be colved by prompt and vigorous
action to carry out the recommendations of the Borman Commission, the
West Point Special Actions Group, and this veport, The following
report is irevitably problem oriented. It mekes ro attempt to
chronicle the many excellent aspects of West Point, and there are
aspectas of every part of the Academy which inspire admiration.

The prohlems assume a variety of specific forms, but certain
generalizations are possible., ¥irst, the Study Group notes a slack-
ening of the pursuit of excellence. It appears everywhere in cadet
1life but is most troubling in the academdc program. Meny cadets, of
course, vigorously work for academic achievement. A significant
nuxber, however, do not. Some even attempt to discourage other cadets
fron seeking academic distinction, using methods which range from
casual disparaging remarks to conscious manipulation of peer evalusticns.
There are similar denigrations of military training, sthletic prowess
and of adherence to the highest ethical and professional values. One
my assert corractly that such sttitudes are sbundant in every under-
graduate institution. We believe, however, that the National Mlitary
Academy bears a special responaibility for excellence.

Second, the Study Group observes a concomitant decline ir the
styniards demanded of cadets by tha Academy, perhaps in part because
of concern for attrition. Marginal scholastic performmnces do not
preciide graduation. Even the frequency of success ou the playing
fields hes daclined. There is a pervasive naed to sét and enforcs
standards in all aspectz of the cadet experience.

]

A third ganeral problem identified by the “tudy Group is an sppareat
lack of accepted common objectives for the whol.: institution, an uncer-
tainty of purpose which repeated recftation ¢f the mission statement
cannot disguise. Thare is a disturbing lack of comprehensive super-
viejon and long-range planmming. There are too frequent examples of un-
clear assignment of responsibilfty and autnority. Senior officisls
seen overly occupied with wminor adwinigtrative matters. The Superin-
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tendent's span of controcl is excessive, and the brevity of his tour
conflicta with the need for continuity in that position. The Dean
and the senior faculty--all tenured and ateeped in knowledge of the
Academy~~are teamed with transient counterparts in the Department

of Tactics. At the junior officer level, the faculty comes from the
upper quartile academically, while the tactical officers are over-
whelmingly from the lower half. There are doubts and conflicta
about the role of tactical officers, the place of womer in the Army,
and priorities in tha education and training of cadets—-tc name but
three contentious issues. Cleavages exist between faculty and non-~
faculty, academic and military, senior and junior, tenured and non-
tenured, male and female, officer and cadet. Rather than joining in
pursuit of a common goal, the various elemsnts follow their separate
aimg, lacking in true communication, uninformed of each other's in-
terests, each believing his own programs should be afforded firat
priority, oftem competing for cadet time,

Not surprisingly, cadats frequently find themselves whipsawed zmong
conflicting requirements that show little toleration for other demands.
Multiple tasks rigidly scheduled so fragment each day that cadets
seldom enjoy the satisfaction of concentration on a single activity,
whether academic, wilitary, athletic, or recreational, The large number
of courses required for graduation and the few options for electives
result in scattered academic attention and limited opportunity for study
in depth. The need to improve management of cadet time is heightened by
the existence of cadet chain of command duties (sometimes unnecessary or
unimportant), the rigors cf physical education and aports schedules, and
a large number of attractive extracurricular, recreational, and culitural
activities.

The Study Group found that a relatively humorless atmosphere seems fo
prevail. True, West Point is a serious place engaged in a serious pur-
pose. It has always been so but did not always lack the lightheartedness
and zest that characterize moet groups of young people who are presumably
following a freely chosen path. A certain grimmess marks many of the
cadets, an outlook which may blind them to wany of life's humorous aspects
and rob them of much of the enjoyment of their four-year experience.

Fourth, the Academy is not institutionally aensitive to evidence of
the need for change nor is it organized to be decigive in making changes.
Problems are identiffed falteringly and selved hesitantly. Most tradi-
tion-laden institutions change slowly, and this characteristic can sud
has been a strength, West Point must not scrap fundamental principles
and mimic every fad. Indesd Wemst Point has aveided much of the trawms
and turmoil experienced by other instituticms of higher education and
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has retained features to which the best colleges are now returning. For
this we compliment the Academy. But a healthy institution also confi-
dently identifies its own wegkneases and agressively moves to correct
them. The Study Group sees a number of areas at the Academy which call
for such attenticn. There should be a review of all pedagogy in both the
educational and training programs; poor courses should be improved or
eliminated; a major effort to improve cadet writing should begin; quality
standards for graduation should be established. Measures should be taken
to reverse the intellectual inbreeding of the faculty and staff and to
increase their participation in the educational mainstream of the county.
The pervasive negative effects of the General Order of Merit, the
Leadership Evaluation System, and the Disciplinary System should be
recognized and curbed. The coatemporary leadership style of the Army at
ilarge should replace the autocratic style which too often is seen at the
Academy and which impairs the effectiveness of young graduatee in their
initial tours. Admission standards, especislly the demanding physical
fitnees requirements for women, should be reviewed. The Academy should
address the problems of the intercollegiate sthletic program: the need
for clear direction, for support from all quarters, for improved faci-
lities.

Fingally, the Study Group wishes to reaffirm the importance of the
Honor Code to the central purpose of the Academy and to stress the need
for all aspects of Academy 1ife to be organized and conducted to support
the Honor Code and the highest ideals of the military profession. Ke-
cent reforms in the Honor System seem efficacious but should be re-
evaluated in the near future. What should never be forgottem is that
honcr taken for granted is honor lost. The Electrical Engineering 304
episode underscores that hard lesson. The development of personal
and professional integrity is a process of continuing education and
renewal for all cadets and all officers. The Academy should be a
wellspring of this process for the Army.

The Study Group concludes this introduction by offering as our first
recommendation the adoption of the following Concept of the U.§. Military
Academy. This statement is the Study Group's effort to explain what the
Academy should do to accomplish its miesion and to remedy the lack of
accepted common objectives. Chapter II contains the specific recommenda-
tions judged necessary by the Study Group to solve the current problems
of the Academy. Chapters III - IX present the findings which emerged
from the 3tudy Group's investigaticns, along with detailed explanatione of
the resulting recommendations. The Study Group submits its report with
confidence in the fundamental strength of the Academy and with a desire
to ensure its full health and vitality.

B. Concept for the U.S. Military Academy (proposed for adoption and
written in a tens? appropriate for that purpose).

R A S B e B e



The mission of the United States Military Academy is to
educate, train, and inspire the Corps of Cadets so that
each graduate shall have the character, leadership, in-
tellectual foundation and other attributes essential to
progressive and continuing development through a career
of exemplaxry service to the nation as an officer of the
regular Army.

The educational and training programs of the Military Academy
should inspire cadets to dedicate themselves to careers of selfless
service to the country as professional military officers. This goal
requires cadets to adopt without reservation the ideals inherent in
the motto Duty, Honor, and Country. All aspects of the Academy must
support and reinforce this objective.

In accomplishing its mission, West Point leads young men and women
through the trensition from civilian to cofficer. The time for each
phase of this transition--from civilian to cadet and from cadet to
officer—-resists precise definition and varies among individuale,
Thus, each stage raises questions about cadet progress. Such questions
might address the time at which cadets develop a mature concept of
honor or duty and when they are prepared for the responsibilities of
leadership. These issnes prompt continuing debate and constant efforts
to impruve the five integrated prcgrams that coalesce to form the West
Point enviromment: Academic, Character Development, Military Professional,

_Athletic, and Extracurricular Activities.

1. Academic Program. The Academic program constitutes a funda-~
mental building block of the four-year experience. It provides the
intellectual bases for future education and training, both academic
and profesaional; for the fermulation of a personal ethic for the
development of character; and for effective decisionmaking. During
the academic year, this program has the highest priority.

The &cademic program provides a high quality education in a
challenging wilitary enviromment, preparing cadets mentally for the
rigors of a career of service, in peace or war. The program lays a
foundation for developing the judgment and ethics required of
professionsl Aray officers. It develops an appreciation of society and
the role of the military in it; it fosters an interest in world
isasues. The learning process enhances the ability to sort informaticn
and develop associations among the variety of ideas and facts and
then to apply thege to defining and solving problems, both practical
and theoretical. BEqually important objectives are: developing self-
confidence; learning to allocate time and resources judiciously;
learning to make reasoned judgments; and learning to write and speak
with clarity and precision.
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A desire for academic excellence is a central theme of the academic
program., High achievement reinforces intellectual interests develops
habits of continuous self~criticism and improvement and permics a full
realization of potential,

Although specialization in the accepted sense is not a primary goal
of the academfc program, cadets receive exposure to the basic intel-
lectual disciplines that would support post-baccalaureate education aad
later specialization.

Cadets are introduced to the theoretical and applied eciences and
engineering, the social and behavicral sclences, language, and the
humanities. This required grouping of courses ig designed to estab-
lish a foundation in the mathematical and experimental methods of the
physical sclences and their application to science and engineering; an
understanding of the concepts, methods of analysis, historical and
quantitative techniques of the social sciences; an appreclation of the
important scholarly, iliterary, ethical, cultural, religious, and other
ingtitutional foundations of socilety; and an understanding of human
behavior. Building upon thie geueral education, cadets select con-
centrations in at least one field or discipline to develop the confidence
thet comes {rom fuller knowledge and toc satisfy theilr intellectual
curiosity. Unifying themes in the disciplines are sought so that cadets
mey experience the power and recognize the consequences of the integration
of learning.

The academic program emphasizes understanding and use of general
principies rether than the memorizing of detalled techniques of solution.
Cadeta must be capable of stating a prchblem, selecting an appropriate
approach to solving 1t, producing a solution, and interpreting it to
others,

Cadets must have time to reflect, to aynthesize, and tc gain the
confidence that comes from true understanding. This requirement means
that adequate time for study, free from distraction, must be available
during the academic year. Administrative procedures must be closely and
concinuously monitcred to detect those encroaching on cadet study time.

Learning constitutes the most important undertaking of the academic
year. Cadets must sense staff and faculty juterest in them and dedication
to their development, but simultaneously they must recognize their per-
sonal responsibility to meet prescribed standards. A reasonable choice
of electives and a constant awareness of the relevance of the material
studied to future work at the Academy and to a career in the Army will
enhance motivation for study. Broad and general in nature, the academic
program meshes with a calling, the demands of which are equally broad.
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2. Character Development Program. The character development program
assists cadets in constructing a personal moral code that will sustain
them through a career of Army service., This program has its theoretical
roots in the academic program. Academic preparation in the phileosophicel
development of moral precepts builds a framework for the reasoned develop-
ment of morel percepts. Ethical implicatione of each discipline require
constant emphasis. Additionally, voluntary religious activities enhance
spiritual development and heighten awareness of moral issues. Furthermore,
each member of the ataff and faculty should act as a model for cadets by
demonstrating personal responsibility and integrity of the highest order.
The cadet Honor Code and System challenge the cadets and furmish the
opportunity for introspection sand moral growth ai West Point and during

their whole military career.

The Honor Code forms the cormerstone of the ethical structure of
cadet 1life. Although the Honor Ccde is not a comprehensive prescripiion
for ethical behavior, it contains a set of irreducible standards common
to all honorgble people--refusal to lie, cheat, or steal. Additionally,
the Honor Code includes the tenent of self-enforcement. The Honor System
applies the Honor Code to cadet life, demanding that the cadets practice

daily the precepts of the Code.

A high standard of personal bonor remains a basic expectation of men
and women in the profession of arms. Atc novice officers, cadets must
quickly recognize that moral rectitude is & prerequisite for those
entrusted with the quardianship of a self-governing society. Cadets
should be nothing less than completely honest in dealings with sub-
ordinates and superiors who depend daily on the correctness of their
‘actions., Newton Baker has reminded all that 'the ifnexact or untruthiul
goldier trifles with the lives of his fellow men and with the honor of
his goverument." The Honor Code and System should provide cadets a
basis for continuing ethical development both as cadets and as officers.

3. Mlitary Professional Development Program. The Military
Profeasional Development program makes West Point unique. Throughout the
four-year cxperience, the cadet gains an intellectual appreciation of the
profession of arms unavailable elsewhere. During the four-year program,
the cadets receive an appropriate balance of thenry and practice in the
school of the soldier. This balance approprlately reflects the total
purpose of the Academy. Three objectives guide the military professional
development program. The first aim is to have cadets understand classical
and contemporary concepts of warfare. Second, cadets must develop
individual military skills ard be able to apply them in leadership
situations and responsible staff and technical agsignments. Finally,
cadets study the techniques of command and gain an appreciation of the
principie- of leadership. During the acalemic year, the Military
Professionel Development program gives the cadet unique intellectual
depth in the wmilitary profession through courses in Military Systems,

6
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Modern Warfare, Decisionmaking, Battlefield Simulation and the like,
This instruction complements the more traditional courses in Psychology,
Leadership, Military Law, Military Art (Hixtory), and velated electives.

During the summer training period, cadets learn to apply military
skills in extended leadership laboratories in a variety of settings.
These exercises challenge cadets in such diverse areas as supervieing
and training subordinate cadets, holding positions with the U.S. Army
in the field, and participating in special activities.

The sum of these summer experiences combines with the classroom ;
contributions to produce graduates well prepared fo enter post-grajuate
military training and subsequently to assume “he duties and responsi-
bilities of & commissioned officer.

4. Athletic Program. The fourth element of the West Point experisnce E
is the athletic program. This program reinforces the other three by i
|

providing the opportunity for personal growth in a physically vigorous,
competitive envirocment., In addition, it provides recreational release
from a crowled, demeznding daily schedule, while emghasizing the development
of the individual astrength and endurance required in the field Army. The
program glvas a strenuous introduction to individual couwbative skills and
stresses the importance of maintzining high levels of physical fitness,

The advanced progvam teaches sports which cadets can pursue in later years
snd encourages them to excel in at least cne. While focusing on individual
development, the progrem also provides a foundation for structuring
physical fitness programs for Army units.

Intramural and intercollegiate athletics further reinforce the pursuit
of ezxcellence that is fundamentai to all aspects of the Academy. But
they also develop teamwork and leadership skilis. Vigorous competitinn
occurs, but athletic victory is never an end in itself, Intrameral
competition should be sufficiently intense to generate interest but not
to the degree that cadets impair their studies, The iutercollegiate ard
intramural programs, club sports, and the physical education program must
be integrated to emphasize the continuing professicnal and character
development of (ke cadet.

5. Extracurricu-ar Activities. Extracurrvicular activities repreasent
the final dimension of the Weat Puint experience. Extracurricular
activities encompass ieligious activities, recreational sports clubg,
community programs, culiural activities, military ekill programe, and
academic clubs. <‘heuwe programs emphasize the development of the cadet's
intellectual, physicsl, and professional skills in ap environment
conducive o personal growth, and simple enjoyment., Recreational sports
clubs emphasize 1ifae~long activities such as sailing and skiing.
Community assistance programs, such as scouting or youth team coaching,
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rainforce & commitment to service. Programs related to military gkille
such as orienteering contribute to professional development. Cultural
activities permit cadets to expand their gwareness of art, music, and

the theater and to experience personal achievement in these sreas,
Finally the academic extracurricular programs provide for expanded
interaction with other cadets outside the classroom and for the exchange
of ideas with students st other universities. The entire extracurricular
program expands the range of cadet con%tacts and opena the Academy to a
wide range of attitudes, ideas, and pastimes.

Thus the major Academy programs foeter continuing intellectual,
character, and professional development. They do 80 in an environment l
that emphasizes subordination of self to the interests of the Natiom. R
The Academy seeks to develup an inquiring, enlightened military '
leader. These words summarize what the Academy wmust do to fulfill its

misaion.
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CHAPTER II
RECOMMENDATIONS

The following recommendations fall into three categories: one
contains recommendations without qualification and two are condi-
tional. The two conditional groups are "Experiment with," indi-
cating a recommendation for trial with a emall group of students
for a limited tiwme and "Comsider," pertaining to areas where a
problem clearly exists but supporting data are insufficient to
permit a firm recommendation. For purposes of clarity, the under-
lining has been continued in the text of the recommendatioms.

Page numbers in parentheses indicate location of discussion in the
body of the report. This format has been adopted to facilitate use
by the Academy in identifying recommendations of the Study Group.

Internal Governance

1. Ensure that the Superintendent serves in office a term of
four to eight years and that he hasz demonstrated competence as an
academic. A longer term will provide stability and continuity of
policy and contribute to academic excellence. (p. 39)

2. Change the function of the Academic Board from implementing
policy to providing policy advice on academic matters to the Super-
intendent, except in discharging duties prescribed by stetute. |
Include Director of the Office of Physical Education, the Director
of the Office of Military Instruction, and the Head of the Depart-
wment of Behavioral Sciences and Leadership. (pp. 36~39, 40) }

|

3. Establish an Academy Policy Board with the mission of
providing advice to the Superintendent on all policy matters having
general significance for the Academy. (pp. 39-41)

4, Alter the structure of boards and committees as shown on
page 53 to reflect the missions of the Academic Board and the Policy
Board. Delegate to responsible officials an? committeee policy
implementation authority insofar as practicable. (pp. 39-41)

5. Reduce the personal involvement of heads of academic
departments in governmance activities, particularly by curtailing
their participation on boards and committees. This measure will
permit them to concentrate their efforts on their departments, their
teaching, and their disciplines--in short, on academic excellence.
When a head of department is elected to serve on the Policy Board,
congider replacing him on the Academic Board with another tenured |
faculty member of his department. (pp. 38, 78) ;




6. Increase participation by other tenured and non-tenured staff
and faculty in the governance of the Acsdemy. This action will lead
to a wider range of talent and viewpoints in governance and to a
deeper commitment to the vitality of the institution on the part of
those groups. (p. 38)

7. Strengthen the rocles of the Superintendent, the Dean, and the
Commandant in the governamnce structure. Certain committees should
report directly to the Dean and the Commandant rather than to boards
or other committees. Executive functions formerly parformed by com~-
mittees should be done by the Dean and the Commandant within policy
guidelines set forth by the Superintendent on advice of the various
boards. (pp. 43-45)

8. Establish the Office of Policy, Plans and Analysie with responsi-
bility for institutional research to include data collection and analysis;
long-range planning; assisting the Superintendent in setting the
agendas of the Policy and Academic Boards, the Board of Visitors,
and the USMA Advisory Committee; and coordinating the scheduling of
all significant activities at the Academy. The Director should be a
colonel whogse tour should be 4-5 years and who will also serve as
Secretary of the Policy Board. -(pp. 41-43)

9. Develop a data bank and a research and evaluation program on
possible amd probable candidates, appointees, cadets and graduates.
This information will permit measurement of attitudes and perfor-
mance at selected benchmarks. (p. 42)

10. Establish a Faculty Council consisting cof all tenured faculty
and staff members, and two non-tenured faculty members from each
academic department representing their non-tenured colleagues. The
Dean should serve as its chairman; the Council should meet with the
Superintendent in order to facilitate communications between the
Superintendent and the faculty. (p. 43)

11. Expand the membership and tenure of the Superintendent's Honor
Review Committee. The Committee reports to the Superintendert but
rhould &lsc transmit its reports to the Policy Board for consilera-
tion and comment. (p. 43)

12, Establish a Committec on Professgional Development and a
Committee on Cadet Life 28 standing committees of the Policy Board
to ensure continuing review of all aspects of the educarional
training and extracurricular programs of the Academy. (p. 165)

13, Establish temporarily the position of Dejuty Superintendent, a
fourth general officer position. During the esrly years following
this report it is expected that the Superintendent, Dean and Comman-
dant will b2 devoting much of their attention and enargies to the
careful examination of the Academy's programe. The addition of a
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Deputy Superintendent during that period will allow the
Superintendent: to focus his efforts on those areas requiring his
personal atiention and reduce his personal span of control within
the governance structure. (pp. 48-50)

14. Reoxganize the Academy's staff structure in accordance with
exieting Armv regulations thereby reducing the Superintendent’'s
span of control. Establish an Office of the Deputy Post Commander
and organize a directorate staff to assist him in carrying out his
respongibilities. (pp. 48-52)

15. Establish the Director of Automation and Training Support
as single manager for all Academy automation and imstructional
technology resources and procurement actions to improve the in-
terface with Department of the Army Staff in those areas and to
facilitate improvements. (p. 43, 51)

16. Estatlish both an Academy Computer Advisory Committee and
an Automatic Data Processing (ADP) User's Group. Also, formalize :
an ADP Master Plan to include evaluation and provision of neces- i
sary support to the USMA Preparatory School. (pp. 43~44)

17. Expand the computerized Cadet Information System and
improve computer support to cadets and adminisirators.

18. Restructure the existing Department of Tactica redesignating
it as the Office of the Commandant. Redesignate the Office of 4
Physical Education and the Office of Military Instruction as the
Department of Physical Education and the Department of Military
Instruction. (p. 51)

19. Establish the Department of Military Development (within the
Office of the Commarndant) under the new position of Brigade Tactical
Officer to reduce the Commandant's apan of control. (p. 51)

20. Redesignste the Office of Military Psychology and Leadership
as the Depertment of Behavioral Sciences and Leadership, an academic
department under the supervision of the Dean. Transfer such staff
service functions as personal counseling, Cadet Trocp Leadesr )

Training, aud Leadership Evaluation System to other departmente of '
the Office of the Commacdant. (pp. 40, 51-52)

21, Establish the Office of the Director of Cadet Activities with
responsibility for the existing Cadet Activities Office and selected
Cadet Treasurer functions now under the control of the Superiutendent's
Deputy Chief of Staff for Logistics. Tha Director should have
tenure nd, in the near terw, report to the Deputy Superintendent.

(p. 51)
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Admiseions (pp. 44-45, 173-176)
22. Undertake a more aggressive recruitment program.
a. Improve the inforwmation provided to membere of Congress.

b. Develop a program for eariy acceptance of outstanding
applicants.

23. Change admissions procedures to limit the cases decided by
the Academic Board to those which are major deviations from admis-
sions policy.

24. Restrict athlete recruitment to candidates with demon-
strated ability or potential for outstanding contributicn in a sport,
along with ability to perform satisfactorily in the academic and
military training programs.

25. Permit class quotas to remzin unfilled should insufficient
numbers of fully qualified applicants be found in the candidate
pool.

26. Change the title of the Director of Admissions and Regilstrar
to the Director for Admissions.

External Governance

27. Establish the USMA Advisory Committee to meet two to four
times each year to advise and assist the Superintendent. Members
should be nominated by the Superintendent, approved by the Chief of
Staff and appointed by the Secretary of the Army. Consecutive
appointments not to exceed six years should be managed so that not
more than one-third expire each two years.

A chairman and about 12 members should be selected all of
whom have distinguished civilian or military backgrounds. There
should be no ex-officio members. Provisions of the FPederal Advisory
Committee Act (5 U.S.C. App 1) apply. The panel should have a
Secretariat stationed at West Point.

The committee should advise the Superintendent at least
annually and reports should be forwarded to the Chief of Staff, the
Secretary of the Army, and the Board of Visitors. (pp. 46-48)

28. Establish ad hoc Visiting Committees under the sagis of the
Advisory Committee to assess departments and othar agencies. (p. 47)

12
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Shaping Cadet Academic Attitudes

29. Reduce graduation requirements to approximately 40 academic
courses. (pp. 65, 66-68, 71-75)

30. Restructure the curriculum to allow sufficient specialization
to take advantage of individuasl cadet interests and aptitudes.
(pp. 70, 73)

31. Eliminsate all orders of merit which establish relative ranking
of cadets from first to last. (pp. 65, 90)

32. Eliminate the normative grading system for physical fitness
tests and physical education; establish minimum standards. (pp. 63-64,
see also Item 126)

33. Improve the interdepartmental coordination of acheduling for
examinations and papers. (p. 65)

34. Ensure involvement of the Superintendent, Dean, Commandant and
other serior members of the staff and faculty in academic activities
such as counseling, faculty seminars, cadet gseminars, lectures or
classes in order to maintain contact with and demenstrate interest
in scholastic pursuite. (pp. 77-79)

35. Consider initiating a faculty/tactical of ficer interchange
with some officers serving two years as instructors and two as
tactical officers. (See also Tactical Department, Item 115).

(pp. 81-82, 98~-100)

36. Include in the orientation of new staff and faculty infor-
wetion on the importance of mutual support among all componentas of
USMA stressing the harmonious relationship required to achieve the
common goal. (See Tacticel Department, Item 113). (pp.81-82, 98-100)

37. sttructﬁre the Leadership Evaluation Systeam to eliminate
peer ratings and their potential to encourage undesirable beha-
viors. (See alao the Corps of Cadets, Itam 131). (pp. 64, 111-113)

38. Reorganize the cadet chain of command and other military
duties to eliminace umnecessary administrative detsilz and inef~
ficiencies which interfere with study activities. (See also the
Corpe of Cadets, Item 130). (p. 111)

39. Administer on a perindic basis the Institutional Punctioning
Inventory of the Rducational Tasting Sersice to provide the Aca-

demy's leadership information on attitudinal trands. {pp. 66-67,
177-181)
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Academic Curriculum

40. Iwmprove the quality of instruction, and enforce wniformly
high standards of student performance. (pp. 80-82, 89)

41. Draft objectives for each department indicating the lesrning
outcomss pertinent to core curriculum course offerings. Integreate
all the various aspects of the cadets‘ educational experience. (p. 67)

42. Review acasdemic departmental structuras, disestablishing and
combining where appropriate. (pp. 71-72) i

43. Reduce the overall academic program to approximately 4C
courses to diminich fragmemtation of cadet time and effort. (pp. 64,
67-74) ’

44. BRestructure the time allocated to academic pursuits, Busure
that scheduiing fewer courses allows greatar time for individual
etudy, approximately double the time spent in the classroom. (pp. 89-
90) '

45. Eatablish a core curriculum required for all cadets at not
more than three-fourths of the total program. Ensure that each cadet
is given a broad general education. (pp. 71-76)

46. Retain s stzong, though somewhat reducad, math/science/
enginsering componeant in the core structure so that cadets ieamm the
experimentsel and analycical tachniques of the basic sciences. This
sequence should provide integrated esnd progressively wore advanced
courses leading through electronics and engineering ecience into
enginsering analysis and synthesis, with emphasis on concepts in ‘
the basic and engineering sciences and emphasis on decision making '!
in engineering. (pp. 71-72) ;

47. Allocate sufficient courses from the core to ensure thorough
exposure to theoretical and cenceptual problems that have no set '
solutions, such as are found in the behavioral sciences and socisl ’
sciences. Material in systems angineering and related arass of the 1
appliad sciences should also stress problems for which therxe is no ‘ l
single solution and which include consideration of socisl valuss and i
congequences. (p. 69) |

l
|
{

48. Provide a utrong preprofessional eequence of sccial sciemces,
behavioral scisnces, history, and public affairs to develop each
cadet's awaraness of the paople, govermment and society which he will
sarve. This should include courses such as modern and wmilitary history,
economics, law, political sciencs, international relationa, sad :
cultural/political geogrsphy, basic aud social psychology, and '*
organisational development. (pp. 71-732) !
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49. Ensure that the physical and spplied aciences, economics,
and behavioral science courses and sequences coordinate closely with
the mathematicas courses to require uge of mathematical skille 29 soon
as possible after they are acquired by the students. (pp. 84-85)

50, Emphasize analysis, critical evalustion, and the handling
of masses of data in applied sciences and engineering courses, dimi-
nishing wherever poseible the descriptive approach. {(p. 68)

51. Reinforce current programs aimed at producing competence in
written and oral comnunicatior skills by establishing » more inten-
sive, coordinated interdepartmental effort running through the
entire four-year curriculum. (pp. 71-72)

52. Maintain a four-semester foreign language program for all
cadets, Give consideration to making i{ts placement flexible within
the eight available semesters so that cadets can receive this
instruction at a time most mutually advantageous to the institution
and individuals, (pp. 72-73)

53. Eliminate the core course in graphics and mechanical drawing.
(p. 72) '

54, Include instruction in computer use and management in cadet
Automatic Data Processing coursges.

55, Avoid establishing a full disciplinary "majors" progrsm, which
would require too many elective sequences in a vaviety of areas to
support the objectives of a broad, general education. Interdisci-
plinary areas of concentration ensure a desired degree of speciali-
zation without the high costs involved in accredited majors. (pp. 61,
70)

36. Construct comprehensive elective programe from which each
cadet is required, with the guidance of a qualified faculty advisor,
to select an area of concentration according to his talents, abili-
ties, and interests. Require him to structure a sequence of courses
reaching & fourth year college standard in ths selected area to
develop the confidence that comes from fuller comprehension and to
satisfy intellectual curiceity. (pp. 71, 73-75)

57. Discourage dilettantism in elective aelections by deletiug a
general studies track as an option. The smorgasbord approach in
such a track is contrary to the stated gosls of concentration, (pp.
70-73)

38, Offer elective sequences in systems eugineering and operations

snalysis building upon realistic problsms and examples from Arwy f
life. These sequences might include coursas in the methodology of i
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systems sngineering followed by practical aituations analysis, -
methodological and anslytical tecls for problem solving, concepts of
modeling, applications to small and large mflitary unit actions,
campaign cnelysis and guming, and, at the highest level, politico-
military interactions. (pp. 75-76)

59. Carefully review and reducs the variety of elective courses
offered and emphasize quality in the remaining offerings. (pp. 69-71)

6C. Initiata elective study for most, if not all, cadets not
later than the second semaster of Third Class (sophomore) year to per-
mit more thorough study of at least one elective area (note the possi-
bility of a five—semester sequence) and to provide intellectual stimu-
lation through emphasis on personal interssts and abilities. (p. 75)

6i. Esse pressure ou the entering Fourth Clsss cadets by reducing
the heavy current loading of mathematics and substituting a program
wore balanced mmong the four principal disciplinary areas. (pp. 69~70)

Ethics and Professsionalism Curriculum

62. Esteblich a comprehensive and progressive progrem in ethics
and professionalism to prepare cadets for the ethical, personal, and
other leadership problems that confront commissioned officers. This -
program should include ccurses in introductory and social psychology,
organizational behavier snd developmsnt, leadership, philosophy,
introductory and military law, and American institutions and should
exterd into othexr appropriete courses. (p. 73)

63. Institute a course ir philosophy and ethics for Fourth Class
or Third Class vear. (p. 73)

64. Institute a course for Second Class or First Class year on
Amsrican Inetitutions to address prcblems of the military pro-
fession end other inmstitutions of Amsrican society. (p. 75)

65. For the staff snd faculty conduct seminarys sud symposia on
philosophy and ethica. See alsc 46 and 47 Curriculum. (p. 73)

656, Establish a comuittes or other mschanism with the tesk of
incegrating ethics and professionaliem courses with the cadets'
other training and experience so that they are mutually supportive.
(p. 73)

Libraxy (pp. 76-77)
67. Consider reducing ths issue of inetructur reference materisls
to increase faculty use of librexy. (p. 71)
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68. Establish a long-term loan policy for cadets to agsist in
reducing congestion in the library during peak-use periods. (p. 77)

69. Reduce use of duplicated extracts in an effort to promote
more uge of the library by both faculty and the cadets. (p. 77)

70. Coordinate timing of writing assignments to distribute
demands on library. (p. 77) i

71. Diversify writing and reading assignments to distribute
demands on the collection. (p. 77)

72. Coutinue orientation prograwme for cadets and faculty. (p.
77)

73. Provide a position for tha Librarian within the governance
structure and include his counsel when planning courses. (p. 77)

74. Continue to appoint departmental representatives to the
library. (p. 77)

75. Designate assistant librariane as department advisors to
allow closer coordination between the departwent and main libraries.

. 77)

76. Continue to solicit faculty input to the selection and
purging programs to ensure the currency of the collection. (p. 77)

77. Develop a comprehensive long-range plan to incorporate the
latest library technology te support the learning needs of the
Academy in the future and to minimize the costs of future moder-
nization and expansion. The Academy should review the work being
done at Carnegie~Mellon University in this area. (p. 77)

Faculty

78. Escablish a formal system for selection of tenured faculty
which includes review of candidates by committees 'of the Academic
Board, by the Administration, and by selected outside advisors
chosen as appropriate from the Advisory Coumittes, ad hoc visiting
commiticees or other sources. (p. 78)

79. Consider rotation of depsrtmant hesds after five-ysar terms
and increase the nusber of tenured faculty to allow reasonable rota-
tion. Current departmant heads need not be affacted unless they so
desire. (ppo 79-&)
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80. Encourdge professors with administrative duties to teach
each semester a minimum of one course, the nature of which varies
from year to year and which frequently is a core course. Expect
course directors as a matter of routine to teach the courses they
direct. (p. 78)

81. Consider assigning a permanent assoclate professor as omne
of the regimental tactical officers (typically for a term of 1-2
years). (p. 84)

82. Consider allowing selected permanent &ssociate professors'
to extend their tenure beyond 30 years. ;

83. Make the academic rank of full professor attaimable by
permanent assoclate professors (those with tenure to 30 years
gervice). (p. 79)

84. Increase the continuity, maturity, experience, diversity,
and overall quality of the faculty.

2. Encourage the faculty's scholarly research and pro-
fessional activities. (p. 78)

b. 1Increase the number of Instructors teaching a fourth
year. (p. 80) !

c. Return more former instructors for second or third
tours. (p. 80)

d. Consider granting a limited number of outstanding !
instructors a new class of tenure guaranteeing retention at the ?
Academy until completion of their twentieth year of service. (p. |
80) :

e. Secure instructors from such sources as the Foreign
Area Officer Program, career civilians, and Material Development
and Readiness Command officer project managers and laboratory
supervisors. Develop programs for repetitive tours of such officers.
(p. 80)

f. Develop a faculty exchange program with civilian !
institutions. %

8. Increase the number of visiting professors to achieve i
civilian representation on the faculty of about 5 percent. Use this
program as a source for the early addition of women to the faculty.
Consider placing two or three visiting professors in departments
such as English, history, and chemistry rather than one in each.
Authorize grade levels commensurate with their civilian positions.
(p. 81)
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h. Increase the proportion of non-Academy graduates on the
staff and faculty to 50 percent or more., (p. 82)

i. Ensure instructors in each department attend a variety
of high~quality graduate schools and receive formal training for
the subjects they are to teach, Consider extending selected officers
in graduate school for a third year. Allow officers on direct
assignment to the faculty to attend refresher graduate schooling,
{(pp. 80-81)

85. Ensure that an Academy teaching tour is and is viewed as
being career enhancing, (Requires combination of actions on part
of the United States Military Academy, Department of the Army, and
Military Persounel Cernter). Posaible actions include providing facts
of school and promotion selection to assignment officers, to
individuals at the Academy and tc the officer corps; integration
of Academy assigrments with career specialities, careful management
of the timing of assignments to West Point and subsequently, improving
each department's management of opportunities fo: career development
and instruction to individuals and boards involved in personnel ac-
tions. (p. 82)

86. Create in departments an environment of free cowmunication
between the senior and junior faculty. (p. 82)

Pedagogy

87. Employ a varlety of learning strategies.

a. Continue to emphasize instruction in small sections, but
take greater advantage of them by stabilizing the academic section
-and the instructor, (pp. 86-87)

’

b. Continue tc deempnasize standardization of pedagogical
techniques in favor of greater inatructor flexibility. (p. 81)

c. Increase the use of lectures where special insetructor
knowledge is needed. (p. 86)

d. Experiment with and improve the use of computer assisted
instruction. Enter computer networks to make use of software devel-
oped by others. Exploit modeling techniques, Monte Carlo wimulas-
tion, computer graphice, and engineering design programs. (p. 88)

e. Improve the use of visuel aids fncluding educational
television, computer graphics, mcdels, wock-ups, and demonstratisn
laboratories. The blackboard should be used creatively and dynamsi-
cally so that a problem develops before the cadets. It should not
simply serve as a static display. (p. 87)
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f. Consider experiments with individualized instruction
using combinations of lectures and seminars in conjunction with
a self-paced program requiring mastery at the "A" or "B" grade
level before advancing. (p. 88)

88. Continue fo improve imstructor qualifications by guiding
their graduate study and by training imstructors in teaching tech-
niques with emphasis on the small section and seminar technique.

(pp. 86-87)

89. Improve the ability of cadets to participate in small
sections.

a. Teach a logic subcourse, early in the curriculum, for
example, in Fourth Ciass math or English. (p. 87)

b. Assign different supplementary readings from the
library to different cadets in a section when appropriate. (p. 87)

90. Improve the motivation for cadets to study.

a. Ensure that cadets understand the interrelationships of
sequential courses and the interrelationships among disciplines.
Establish prerequisites as appropriate. Hold cadets accountable for
previous learning. (pp. 84-85)

b. Consider the interdepartmental use of readings which
are applicable to two or more departments or disciplines.

¢. Enagure that faculty and staff understand the rationale
of the curriculum. Whenever possible relate course work to Army
experience. (pp. 84-85)

d. Review the required readings to select significant ones
which can be assigned in their entirecty. (p. 86)

e. Show a greater willingness to fail marginal performers.
This will only happen if the consequences of failure can be made
less drastic by improved makeup systems and alternate commissioning
optious for failing cadets who have leadership ability. (p. 88)

91. Improve ladboratories.

a. Review the laboratory program to require practical work in
fewer disciplines while raising the quality of the work done. Computer
assisted and project laboratories of up to four hours in length should

be considered. (p. 86)
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b. Reduce the time and rescurces used in two hour labora- !
tories by a greater use of in-class demonstration laboratories. (p. 86) ;

92. 1Improve the ability of the cadets to write and to use ;
mathematics. Establish interdepartmental committeeas, reperting to i
the Dean, to coordinate instruction in and use of these skills

throughout the curriculum. (pp. 83-84) :

93. Improve retention of basic course principles.

a. Reduce the frequency of evaluation giving greater
flexibility to the instructor but increasing the relative weight |
of Written Partizl Reviews and Term End Examinations., (p. 95)

b. Resection infrequently.

¢. 1n addition to in-class problems, require homework
problems of incressed depth. (p. 86)

94. Provide an improved program for academically msrginal cadets,
giving consideration to alternate tracking snd temporarily reduced
course loads. (p. 88)

95. Establish a high quality book store in order to stimulate
interest in outside reading.

26. Consider providing flexibility in the foreign language
s2quences for some cadets by establishing optional shorter but more
intense language courses.

Academic Administration

97. Revise the academic calendar and daily schedule.

a. Consider establishing two terms with approxiwmately equal
numbers of attendances. The filrst term should end in December. (p. 89)

b. Establish standard length for all class periods (50
toc 60 minutes)., Schedule the academic day in one~hour blocks, using
multi~-hour pericds for problem sessions and laboratories. (p. 89)

c. Consider staggering attendance at noon meal. (p. 89)

d. Consider expanding scheduled dey somewhat beyund 1515
hours. (p. 89) |

e, Consider reducing time required for meals and sesoniacaed
foruations. (p. 89)
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98. Improve incentives.
a. Eliminate 3.0 grading system. (p. 89)
b. Use a letter grade system. (p. 89)

c. Continue other features of USMA Initiatiwve #1, except as it
allowe 3.0 grading system. (p. 89)

d. Use a Quality Point Average to identify cadets who are to {
receive honors (Distinguiched Cadets, Dean's List). Normally com-
pute Quality Foint Average at term end, except for plebes and
cadets 1n academic difficulty. PFor these, a mid-term computation
may be appropriate. (p. 90)

e. Consider establishing a probationary system to
motivate marginal performers (see graduation requirements). (p. 91)

e e

f. Continue the policy of assigning graduates to initial
tour with troops in their basic specialty; postpore graduate
schooling, except for certain scholarship winners. (pp. 90-91)

99. Provide alternative service obligation for separated cadets
by one or more of the following: (pp. 91-92)

&. Revoke DOD Directive 1332 23 (cadets separated aftex
the start of Second Class year normally will be called to active
duty in an enlisted status for at least two years).

OR i

b. Modify DOD Directive 1332.23 s:¢ that ex-cadets separated
after the start of Second Class year may enroll inm any pre-com-
missioning program within nine months of separation. Successful
completion and acceptance of commission will cancel any require-~
ment to serve in an enlisted status.

OR

¢, HModify DOD Directive 1332.23 to require cadets separated
after the Start of Second Class year as & result of circumstances
indicating 2n intent to evade obligations incurred as a result of
attendance at the Academy to repay those costs directly attributable
to the education and training received.

100. Improve counseling services.

a, Develop a comprehensive plan for a decentralized
counseling program. (p. 93)
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b. Develop a formel program that would estsblish & mentor
relationghip betwesn officers and cadets on the basis of one of ficer
to 6 to 8 cadets. All faculty members and staff should participate
in this program. (p. 93)

c. Develop an improved visual display of course inter-
relationships for academic counseling. (p. 23)

d. Initiate efforts to aduinister interest or attitudinal
surveys to successful officers, both early and late in their caveers.
Utilize the information thus derived tc assist in counseling cadets
in such matters as branch cheice. (p. 93)

{ 101. Change gradustion requirements.

a. Estalblish requirements for the successful completion of
an approved progrsm of a set number of courses through study in re-
gidence and the achievement of a set minimum Quality Point Average.

|
|

b. Determine specific requirements after further study
by the faculty.

¢. Permit turnback cadets to continue summer military
training with their original clasa. (p. 93)

d. Require turnback cadets to attend summer scademic seséions
in lieu of leave as necessary. {p. 93)

e. Permi: turnback cadets to enroll in all upper class courses
for which they satisfy prerequisites, including Military Science and
Physical Education. (p. 93)

f. Permit turnback cadets to carry reduced academic lcads. ;
(p. 93) !

g. Graduate turnback zadets when they satisfy requirements
for graduation (mid-year possible). (p. 93)

intercollegiate Athletics

102, Mauifest institutional commitrent to intercolicgiate athlatics

by: |
|
a. Publishing a policy statemenrt on athletics. (pp. 125~ 3
126) .
f b. Setting grals for the intercollegiate atlletic program,
(p. 125) :
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¢. Increasing appropriated fund support. (p. 129)

d. Constructing, and maiutaining cutatanding athletic facilities,
beginning with a winter athletic complex. (pp. 126-127)
\
e. Increasing the frequency of key officials' attendance at
practices, NCAA contests, and prese functions. (p. 126)

f. Ensuring continuing professionsl management of the
intercollegiate athletic progrem. (pp. 128-129) !

g. Increasirg alumni support and participation. (p.
127

103. Reconstitute the Athletic Board as 2 standing athletic
compuittee with the following tasks:

a. To advise the Superintendent on matters of policy and
facilities. (pp. 127-128)

b. To provide for an integrated, coordinated and balanced
athletic program. (pp. 127-128)

104. Establish new guidelines for the position of Director of
Intercollegiate Athletics (DIA). He should not be an active duty
Amy officer. He should be a West Point graduate, knowledgeable
and experienced in athletics and business, and he gshould be
hired on a long-term basis. Job performance, however, should be
the overriding consideration. (pp. 128-129)

Tactical Department (QOffice of the Coumaydant)

105. Augment the Office of the Commandant by the addition of a
separate operations and plens section. {(p. 107)

106. Increase the access of the tactical officer to cadets.
Make clear that tuctical officers should be free to counsel individusls
for brief periods during otudy time. Ensure that there is a period
during the week when a tactical officer can meet with his ontire
company or any part of it. (pp. 9-99)

107. Consider establishing offices for tactical officers in
the company arca to improve the access between tactical stsff snd
cadets. (pp. 99-1035)

108. Consider forming lactical Officer Teams wherein s tactical

of ficer would have primary responsibility for on: company but would
also have collaterel respossibility in ore or more additional com-
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panies. This organization would iuncrease the continuity and con-
sistency of leadership and would assist 1n the proper orientation
of newly assigned tactical officers. (p. 104)

109. Assign one Coumand Sergeant Major to each of the four cadet f
regiments to perform in the traditional noncommissioned officer role '
thereby furthering consistency and stability as well as improving
cadets' ability to deal with soldiers on their initial assignment,

110. Assign one Tactical Nencommissioned Officer for each company
to essist the tactical officers.

111. Consider eliminating {at least for some yeuars) the Cadet Com-
pany Commander and clearly reaffirm ihe tactical officer as the com-
mander. Coutinue to have a Cadet Captsain in the company but designated
as the "Cumpany Captain." Change the title of Battalion and Regimental
Commander to Bottalion and Regimental Captaia. These changes would
clarify authority of the tactical officer and estatilish an effective
barrier to the cadet chain nf "administrivia.” (pp. 98-59, 11¢) |

112. Institute a better selection process for tactical officers
to ensure that the criteria include wide military experjeuce and
academic achievement ae well as vutstandiung performance ns an
cfficer. Prospeciive tactical of ficers should be interviewed.
{(pp. 101-104)

113, Provide a better orientation for all newly arrived pevrsonnel.
This program should b» comprehensive to ensure it develops an
understanding of the objectives of the Academy ond the ways they are
to be achleved. At a minimum the pregram should include:

a. Mission, goals, eaviromment, and cadct systems (i.e.,
Disciplinary System, Fourth Class System, Leadership Evaluation
System, Ethics an¢ the Honor Code and System, aund Regulatioms).

b. Leadership/academic development philosophy and program.

c. Stuff and faculty officer responsibhilities for cadet
leadership {academic development, enforcement of regnlatioas, and
maintenence >f stendards).

d. Tactical Officer, ascademic faculty, and cadet relation-
ships.

e. Cadet motivaticn; attitudes toward issues >f concern
(e.g., vomen at the Academy and ia the Army, EE 304 status).
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£f. Skills and methods neaeded o develop leadership and
motivate cadets.

g. Interpersonal skills; performance counseling skille;
techniques of group problem solving.

h. Familiarization with the reports and studiss that have
been significant in the Academy‘’s evoluticn.

i. Future Army battlefield systems, as part of understanding
the goals for cadet development.

j. The relationship between success as a cadet and success
in the Army.

114. Ensure that sll officers, particularly new imstructors, sre
advised prior to attending graduate school that they will be expected
to: (1) adhere to and enforce Academy standards of appearunce and
discipline; (2) contribute to a variety of additional activitiles, e.g.,
cadet sponsor, coaching, summer training pregram. (pp. 98-100)

115. Consider instituting a formal exchange program {2 years as
Tactical Officer and 2 years as instructor). This program will assist
in reducing conflict between academic and military demands on cadets,
merge two role models in the eyes of the cadets, and reinforce the
academic enviromment in cadet companies. (See also Shaping Cadet
Academic Attitudes, Item 35). (pp. 98-100) The features of the pro-
gram are: '

a. Officers with outstanding service records and outstanding
academic credentials in various divciplines would be assigned either
tc the tactical staff or faculty. After two years, the tactical
of ficers would becume instructors, and the instructors would become
tactical officers.

b. The input should be about s8ix per year so that the
meber in the program would be 12 tactical officers and 12 instructors.

c. All academic depoartments should participata.
d. Officers selected for this program need to be selected

early in their career to manage career progression carefully.
(Department of the Army has examined the concept and can mapage the

szall number of officers involved through a proper career progression) .

116. Revitalize the naturs of the Company Academic Counsalor Program
or develop an Associate Tactical Officer Prograx whereby a faculty
member as an associate tactical officer learns the duties of the
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tactical officer and could sssums them if needed. This program will
sssiat in bridging the gap between the tectical officer and instructor
and will improve cadet attitudes towarde academic pursuite. (p. 97)

117. All tactical officers should bs given some opportumity to
instruct. This step should improve their raelations with cadats &nd

erhance their prestige. (p. 121)

118. Promulgate a central leadership principle to guide the basic
approach used by all tactical officers and to help eliwinate question-
able leadership practices by officers snd cadets who do not understand
positive, supportive leadership. ({p. 103)

119, Review all requirements placed upon tactical officers to
determine whether they are essential or whether they can be done
elsevhere. We strongly urge a thorough analysisz to datermine wvhich
requirements might be simplified by computer assistance. (p. 98)

120. Create a asense of psrticipation for the tactical officers by
ensuring their input into policy decisions and by creating a forum
for tactical officers to talk with the Commandant and Suparintendent
about the health of the Corps. (pp. 99-100)

121. Comsider sccording to a Senior officer in the Commendant's
office status equivalent to "Permaneant Assistant Profassor" to
assure the perpetuatiocn of reforms, consiatency in philoscphy, and
continuity of institutional memory. (p. 104)

Military Instruction and Training

e o e 4 in e i s e AR

122. Improve significantly the academic coatent of Military
Science taught during the academic year. The curricula and pedagogy
changes would take advantage of the umique opportunity afforded Wewmt
Point to provide intellectual depth in the study of the military
profession. (p. 121)

123, Teach Military Science by teams and, depending on comtent,
use Office of Military Instruction inatructors assisted by a tactical
officer or academic instructor, or both. The team approach will also
assist in bridging tha gep between military pzofessional Iastruction
and academic studies and will reinstitute the role of the tactical
officer as instructor snd teacher. (p. 121)

124. improve the susmer training programs by inetituting the
following actions:

a. Introduce a "Drill Cadat" Program for the Secound Claas
susmer in which cadets work as a Drill Cadet in the Arwy Traimircg
Centers under the supervision of Army Drill Sergeants. Thie program
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will assist in eliminating vecocgnized weaknesses in cadets' "ability
to talk with soldiers" and "concern for the welfare of men" by
placing them in an enviromment where effective interperscnal com-
munication and eupportive leadership are required. (p. 121-122)

5. Eliminate some cadet military skill traiaing for Second
Class cadets, particularly that high-cost training that has relctively
narrow application to the active Army, e.g., helicopter trainiug. If the
ranger and airborne courses are eliminated from the cadat progrea,
graduates should be allowed to attend them after graduation. (p. 121-122)

c. Eliminate First Class participation at Camp Buckncr io
free the Firat Class for branch-oriented Cadet Troop Leader Training
(CTLT). Some Firgst Class cedets night be needed as instructors and
would get a shorter CTLT, but the new Third Class should assume msjor
respongibility for running their own organization at Camp Buckner.
(p. 122)

d. Establiah and promulgate to the Active Army a clear set
of policies and ohjectives for the conduct of CTLT and Drill Cadet
programs to ensure that each cadet undergoes the desired experience.

e. Ensure that a positive amd gupportive environment exists

"in Cadet Basic Training (CBT). The physical training, demanding

schedule, and general environmment are important to the transition
from civilian to cadet. (p. 122)

125, Develop regular communication with the Army Training and
Doctrine Command in order to ensure current knowledge of doctrine
and advances in wilitary training. Care should be taken, however,
to avold forced relevance to the Active Army at expense of greater
intelliectual depth in the profession of arms.

Physical Education

326. Replace "curve'" grading in physical education with criterion-
referenced grading. A minimum absolute standard with either Pass/Fail
or successive absolute levels for higher grades would eliminate un-
necessary competition that currently exiats. {p. 123)

127. Re-evzluate the physical education standerds for women. The
Study Group believes that the physical stress on women is excessive snd
that the level of physical conditloning being demanded on them may not
be justified by future service. (p. 123)

128. Continue the Academy's high quality physical education program,

vwhich we note is both well done and important to Army service. (pp. 123~
124) '
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The Coxps of Cadete

129. Stability. Adopt policies which lead to stability in the Corps.
Do not rotate cadeta among companies routinely. (pp. 110-111)

130. Cadet Rank and the Cadet Chain of Command

a. Prescribé a single chain of command each year (no rotation)
designated on a merit basis. (p. 111)

b. Eliminate chain of command positions and duties that are
trivial in nature and are essentially a source of "make work." (p. 111)

131. Leadership Evzluation

a. Eliminate the "peer type" ratings, but retain ratings by
tactical officers and cadet officers. (pp. 111-112)

b. Sever the relationship between Leadership Evaluation
System (LES) and General Order of Merit or class standing. (pp.
111-112)

c. Simplify and reduce the frequency of ratings. {(pp. 111~
112)

132. Disciplinary System

a. Revise the system of positive incentives to encourage
and recognize vutstanding performance and balance the existing em-
phasis on punishment, which encourages winimum acceptable behavior.
(p. 113)

b. Create a Disciplinary Review Committee (composed of
cadets and memberz of Tactical and Acuademic staffs) to draft a system
of rewards. (pp. 113-114)

133. Competition. Replace inter-personal competition with chal~
lenging objective standards of performance. (p. 115)

134. The Fourth Class System
a. Continue efforte to eliminate gbusive and negative leader-
ship while emphasizing supportive, developmentsl leadership in the
Fourth Clase System and Cadet Basic Training. (pp. 115-118)
b, Initiate a comprehensive follow-up to the 1969 Study of

the Fourth Class Systsm to include a re-exsaination of the underlying
sgsumptions and prevailing attitudes surrounding the Fourth Class
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System with particular emphasis regarding the role and effoct of
stress. Consider engaging expert comsultants in human deéhavior to do
an analysis of the Fourth Class System. (pp. 116-118)

c. Take immediate action to:

1) Eliminate written examinations on Fourth Class know-
ledge. (p. 118)

2) Eliminate. specious material in Fourth Class knowledge.
(p. 118)

135. Women

8. Establish a continuing comprehensive study of the per-
formance of women as cadets and subsequent teo graduation.

b. Begin assigning women as tactical officers in AY 1977-78.
(. 119)

136, Establish a program of sex education for all cadets that would
be atraightforward, mature, and sufficiently broad to encompass phy-
siology, reproduction, contraception, hygiene, and responszibility. (p.
119)

137. Branching. Separate branch assignment from General Order of
Merit and allow tentative branch assignments to be made in the Second
Class year. Permit First Class cadets to participate in branch-
related Cedet Troop Leader Training during Firet Class year. Base
branch selections on demonstrated ability, sptitude and interest
rather thaa the General Order of Merit. (p. 124)

Honor Code and Honor System

138. Develop an "Honor Ethic'" which subsumes the Honor Code in a
broader concept msking clear the importance of an cbligation which
tranecends individuals and individual loyalties without gppearing
to subvert the Lhond between cedets. This more genersal statement
should place the Honor Code in perspective, clearly identifying
it a8 the central experience for a cadet in the process of developing
a personal standard of ethical behavior. (pp. 137-139)

139. Affiwm the statement of the Honor Code. (p. 139)
140. Rsetain the Honor Code ia its present form with no change to

the requirement that cadets report all honor violations, i.e., retain
the non-toleration clause. (p. 139)
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141. The Honor Code is a reasonable standard against which te
measure behavior as long as the slightest transgression does not result
in permanent separation in all cases. (pp. 138-140)

8. Recognize the Honor Code a8 being less than a comprehensive
prescription focr honorable behavior. (p. 137)

b. Encourage the Corps of Cadets to permit the Full Homor
Board to recommend "discretion" (i.e., other than permanent separation)
in sppropriate cases where a cadet is found to have committed ar honor
violation. (p. 138)

142, Continue a supervisory :role for the Special Assistant to the
Commandaat for Honor Matters within the administration of the Cadet
Honor Code and Honor System, (p. 137)

143. The Superintendent's Honor Review Committee should have an
expanded role with wider reprasentation. This committee should not be
the final interxpreter of the Honor Code; that respongibility rests
solely with the Superintendent, acting for the Secretary and Chief of
Staff of the Army. (p. 142)

144. Wew cadets should be fully under the Honor Code at the out-
set; the Superintendent's discretionary powers are adequate to deal
with extraordinary circumstances. (p. J40)

145. 1The jurisdiction of the Homor Code should be wniverszal; that
is, the Code should apply at all places and at all times. Nevertheless,
there are troubling questions ceoncerniag the responsibility of the
Honor System for enforcement. Should the Code and System be coter~
minous or are there situations where there is only personal respon-
gibility for enforcement? Continuing review of this matter will be
needed. (pp. 140-142)

146. Retain the new Honor Committee procedures for further
evalustion during Academic Year 1977-78. (p. 140)

147. Award cadet rank to executives of the Honor Committee. (p.
146)

148. Define lying in the Cadet Honor Code to be the making of an
oral or written statement or geasture of commmication made in the
presence of and o another, intended by the makar to deceive or
mislead. (p. 141)

149. Include the offense of wrongful appropristion as defined under
Uniform Code of Military Justice in the definition of stealing in the
Cadet Honor Code.
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150. FEliminate the absence card completely (or, 48 a minimum,
simplify the card). (pp. 140-141)

151. Establish a formal procedure for redress ixvolving the Company
Honor Representative and/or the Special Assistant for Honor Matters
for the cadet who feels that his punishment or implication resulted
from improper questioning. (p. 14l1)

152. Contlnue to improve the sducation plan for all sspects of
the Honor Code and System. (pp. 137-138)

U.S. Military Academy Preparatory School (USMAPS)

The Study Group conducted, in effect, a separate atudy of the
Military Academy Preparatory School, the detsils of which have been
available to the Department of the Army, the Superintendent, USMA,
and the Commandant, USMAPS, Qur recammendations are listed below:

1. Estsblish a Board of Visitors for the Preparatory School with
representation from Department of the Army, the Academy, civilian
educators, and appropriate Army agencies.

2. Retain the present assignment of the Preparatory School under
the jurisdiction of Deputy Chief of Staff for Personnel and ensure
closer coordination between the Academy and the Preparatory School.

3. Retain the Preparatory School at Fort Mommouth, N.J. Prevent
instability experienced in recent moves.

4. Retain the current funding system and provide funding at levels
necessary to support the mission effectively.
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CHAPTER III

THE ENVIRONMENT

The environment of the Academy significantly shapes cadet develop-
ment. Although difficult to analyze, the environment is an aggregate of
all aspects of the West Point experience. But it 1s more. For each sexr-
vice academy or college is unique, an inimitable combinatioa of inter-
acting forces and circumstsnces which may be greater or less than the sum
of its parts. At West Point, academic studies build an intellectual
base, military training provides fundamental soldierly skills, physical
education and athletics build strength and self-confidence, chapel activi-
ties sustain spiritual values, and the Honor Code promotes dadicatiom to
an ethical standard. All these elements combine to lead cadets toward
strong comoitment to selfleass service. The Study Group believes that
West Point is greater than the total of its collected parts; it gives the
nation an educational resocurce which is much needed and ncwhere dupli-
cated.

This unique environment contributes to creeting within cadets a grow-
ing allegiance to the motto: Duty, Honor, Country. Academic excellence
exists in many civilian colleges, and military training is not unique to
West Point. But West Point performs its academic mission in a military
milieu. Thus, the military enviromment of West Puint is a major differ-
ence between civilian universities and the Academy; it nurtures the atti-
tudes and develops the knowledge essential to sexvice as a professional
Army officer,

The intensity and duration--the unrsmitting purposefulness--of the
military envircnment pervade cadet life. Lucapt fur perlode of lecve,
cadets constantly feel its pressures and meet its demands for the four
undergraduate years., Cadets are totally immersed in a world that pre-
scribes the clothing they will wear, the hours of their day, the food
they will eat, and the timea they will eat it. This total--almost monas-
tic~-control of cadet life is a complex process of socilalization. Army
officers, who formally and informally transmit to cadets their values and
thelr concern for the future of the Army and its officer corps, oversee
this environment. From them and fellow cadets, the meanings of self-
discipline, perscnal responaibility, teamwork, time management, self~
sacritice, and concepts of duty and honor are learned.

Tradition also influences the cadet environment. West Point is a
national historic site, dating from the American Revolution. Forts Put-
nem and Clinton, Washington's statue, the Great Chain, battle trophies,
Constitution Island, the architectural style and names of the buildings,
statues and monuments, Cullum Hall, the West Point Museum, the regimen-
tal colors in the chapel--the cadet uniform itself--all reinforce the
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hiatory und traditions of West Point and the United States Army. 'Beast
Barracks" and the Fourth Class system are major elements in the tradi-~
tions of the Military Academy. The "Theyer System,' substantially modern-
ized, pervades the life of every cadet. Graduates serve as tactical of~-
ficers and academic instructors thereby perpetuating tradition in the
Corps of Cadets., The ties of the profession of arms and expariences as
cadets and as a clase forge powerful bonds smong graduates. Tradition is
a strong and useful force in assimilating civilians inte the Corps of
Cadets and into the officer corps. Properly used, tradition is a posi-
tive force; improperly used, it may be a disaster.

It is commonly said that the cadet environment is static and resis-
tent to change, but in fact there are continuous ettempts to adapt to
the varying currents of the contemporary Army and American society. The
Army is dynamic, changing constantly by the evolution of itz needs and
its assigned missions. Technological developments, as complex and compre-
hensive in the Army as they are in civilian life, occur continuously,
Simultaneously, the Army must sustain its traditional strengths: disci-
pline and a strong ethical code are prerequisites for migsion accomplishment,
Today's American society places less trust in traditional forms of dis-
cipline and authority and more in individual autonomy and self-government.

Both the Army and the civilian community send ambassadors of change
into the cadet environment. Instructors, tactical officers, and adminis-
trative personnel are selected from the Army for service at the Academy.
Since many officera attend civiliian graduate schools enroute to the Aca-
demy, they arrive imbued with recent civilian educational attitudes,
techniques, and ideas. Each officer leavee his imprint on the cadet en-
vironment. Pacause instructors, tactical officers, and administrative
officers are drawn from the Ammy with traditions and heritages difterent
‘from those of the Navy and Air Force, the cadet environment will always
reflect this difference and remain distinct from the environments of
other service academies,

Other ambassadors of change are the cadets themselves--a hLeterogenous
student population of varying ethnic, scholasti~ and soclo-economic back-
grounds that mirror the values, needs, and trends of their civilian peers.

The interaction of all these people, values, and traditions promises

that the cadet environment will always be unique and that Wast Point will
provide education and training chat cannot be found elaewhere.
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CHAPTER IV

GOVERNANCE

A. Iatroduction.

The Military Academy is an accredited institution of higher educa-
tion for undergraduates -~ a college in a militvary envirvament. Structures
of govermance feor such an institution msxry customs of collagial autonomy
with traditions of military command, a marriage which has numarous coun-~
terparts in Americsn higher education. Moat public universities, for
example, combine hierarchical management modes (including provisions for
accountability to the state) with broadly based consultative and deliber-
ative bodies to influence or determine institutional poliicies and to
assiut the chief executive officer in sdministering them.

In the past, governance of the Military Acadeny has been more charan-
teristically wilitary than coilegial, more hieracchical than deliberstive
and censultative. The nain~-indeed, almost the uwaly~--example of col-
legial selt -government is the Acsdemic Board, with such attendant features
as academic departments, epeciel purpose standing comuittees, and the
Office of the Dean of the Academic Board. This collegial substructure,
with _esponsibility for the program of academic Instruction, is inte-
grated into a specialized variant of the usuel military organization.
Other operational and otaff units conduct programs for professionel mili-
tary development and for athletics and extracurricular activities; still
others maintzin the support installation. This environment produces a
comprehensive cadet experience which 1s directed toward the growth of
cadets in many dimensions-~intellectual, profezesional, physical, social,
ethical, and spirirual. IiIdeally, all members of the Military Academy
staff and faculty, wherever assigned, endeavor tr integrate all parts of
this complex envivonment. The structure of governance should be a means

to that end.

Several purposes shaped the Study Group's review of the Academy's
governance structure. First, we wished to improve the Superinteadent's
ability to accomplish the Academy's mission and to provide coherance in
the policy advice given to the Superintendent as well as the integration
of all aspects of cadet life us policy decisions are implemented. Wa
also sought to ensure the primacy of the e:ademic program during the
school year. Additionally, we wished to reduca the burden of routine
aduinistration borne by the Sup.rintendent, Dean, Comuandant, and heads
of acadsmic departments to permit them to conceutrate on improving the
quality of the educational experience. An incresase in the benefits of
advice received from and cccouncings yrovided to external conatituents,
clvilien and military, coastituted another goal. Finally ws wanted to
accompliish all these ends with minimum added cost.
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B. The Academic Board.

Fedcral law gives the Academic Board authority to carry out three
responsibilities—-recommend admission of qualified alternates, readmis-
sion. of cadets, end selection of memorials. All other Board duties are
prescribed by USMA Regulations, which include a provision to "make re-
compendations to the Superintendent from time to time concerning any
matters affecting the Military Academy or the post of West Point."
Thus, other than three functions imposed by law, the Academic Board is
a creation of West Point. Despite its sweeping mandate, the Board is
limited in its purview--at least in practice--and is similarly limited
in the composition of its membership. Board members include the Super-
intendent, the Commandant, Yean, heads of all academic departments,
directors ¢f the Office of Military Leadership and the Office of Phy-
sical Education, and the Professor of Mil’:ary Hygiene, who 1is also
the commander of the West Point Army Hospital., The Director of Admis-~
sions sits as secretary without vote., While the Academic Board itself
meets frequently--28 times during 1975, 44 times in 1976---standing com-
mittees of the Board accomplish much of the routine academic adminis-
trative work, such as admissions, disposition of deficient cadets, and
accreditation of cadet candidates for graduate scholarships. (See Figure
1. All figures appear at the end of this chapter). These committees
rormally report directly to the Academic Board and are manned almost
exclusively by members of the Board, Few exceptiong to thils arrange-
rent exist and usually they are limited to the position of non~voting
secretary or to a specialist (e.g., Librarian). All heads of department
serve on at least three¢ such committees, and some serve on as many as
nine. Some committees, gsuch as the Admissicns Committee or & Class
Committee, function as decision-making bodies when acting within policy
previously established by the Board.

Fxom time to time the Bcard establishes ad hoc committees to deal
with such matters as curriculum review, selection of permanent faculty,
and allocation of cadet time. The majority of the ad hoc committees are
heavily weighted with Acadrmic Board members. Board members fill all
caajruan positions and, in many instances, the majority of other posi-
tions. Io theory, ad hoc committees report directly to the Academic
Board; in practice, the General Committee, a standing committee of che
Bourd, often reviews their reports. The role of the General Committee
warrants separate comment.

The General Committee's membership is exactly the same ae the Aca-
demic Board, less two Of itg usual voting members--the Superintendent
and the Surgeon--and its non-voting secretury, the Director of Admis-
sions and Registxar. The Commandant of Cadets attends its meetings by
invitation as a full participant. The Comaittee is a forum for discus-
sion of studies made at the direction of the Superintendent or Dean and
is sometimes a sounding board for proposals related to academic mattors.
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In some cases, the Committees analyzes items before they arm considered

by the Academic Board, but it dnes not always constitute an efficieat I
sifting agency or forum for compromisa~-members frequently raserve dic-. -
cussion and judgment for a meeting of the Acadamic Board. In ather cases,
the Committee's agraement to a proposal conetitutes the final step prier
to implementation.

= Interviews with ycunger officers at the Military Academy gave the

| Study Group an insight to their view of institutional gnvernance. Many

; . of these officers believe the Anademy is run by the heads of academic

~§ departments, who have little understanding of the problems of the younger

{ faculty or the tactical officer. Some attribute great and pervasive

] power to the Academic Board; some believe it reaches into cader lives
even to act on such routine matters as requests for absence. They nei-

.[ ther understand the functioning of the standing committess nor hold much

f hope of influencing decisions.

4 The overwhelming majority of observers, including the Study Group,
E believes that the Academic Board impedes rather than facilitates progres-
: sive change. This judgment does not criticize the men who may be members
) of the Board, althcugh the tenuring process does tend to select "safe”
people and reject those who have a penchant for change. Rather it is @
judgment about the structurc itself. An crganization in which authority
is exercised by a small cadre of the same people over long peridde tends
to be stable and to resist change. This propensity is enhancad, in the
case of the Academic Board, by the tradition ¢f departmental autonomy in
many academic metters and in non-tenured faculty selecvion, by much direct
influence by the nead of department over the selection of his tenurad
faculty, and by the corollary efforts of departments te mpintain their
domains. The full professors comstitute & substantial element of the
institutivoal power structare. The structure thus contributes to in-
breeding and emphasizes internal not exterasl icfluences.

The aggregation of power, both perceived and real, ic the Academic
Board results inevitably from the absence of countervalling forces to
challenge the status quo. Apart from the tenured feculty, numbsering
fewer than 50, officers on three-year tours of duty comprise the faculty
and staff. Understandably, these officers' lack of experience weakens
theix capacity to influence a system dominated by a small colleglate
body of colonels, whose average tenure on the Academic Boaxd is 10 years.
Into the categury of translent educators fall the Suparintendert, the
Comnandent ., virtually all wembors of the Department of Tactics, and the
majority of the faculty.

In contrast: to the stability of the Academ!c Board, the Department
of Tactics and most staff agencies experisnce froquent turnover in per~
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. the way it achieves its objectives are extremely limited. ¥Few non-tenured

sounel and iastability of both pulicy and practice. No central policy
group exists to reduce these instabilities. Whether by the preference
ot members or at the direction of the Superintendent, the Academic Board
has not been influential in the formulation of programe for the profes-
sional development of cadets, character development, or athletica--all
cent2al te the missicn., (Traditionally, however, some members of the
Board, acting as individuals, serve on a variety of committees which
tave influence in these sureas).

The impiications of these observations are clear. First, heads of
departments have been overworked as governora. During 1976 (excluding
the sunmer months), the Board met on 35 sccasions; and the Geperal Com-
mittee 23 other times, with meetings lasting one-and-a-half to twe hours. .
Heads of departments, on the average, attended a meeting of one of thoce
bodies every third day while classes were in segsion during 1976, In ad-
dition, they had other standing ad hoc committee assignments; some heads
of Jepartments serve on as many as twelve of those. The time devoted to
governance detracts from that given to departmental supervision, teaching,
and research.

Second, the non-tenured faculty and stuff believe that their partici-
pation in the governance of the institution snd their ability to affect

faculty and staff serve on any of the ad hoc or standing committees. 4n
Institutional Functioning Inventory (by Educational Testing Service; see
Appendix F) was administered to members of the staff and faculty in April
1977. Compared with similar faculty at 37 other colleges and universi-
ties, th2 Academy faculty placed at the second percentile with resnect to
the subject of particlipatory governance. Overwhelmingly, faculty members
believe they lack the ability to coatribute to that zspect of institu-
tional 1life.

Third, the Academic Board does mot and, given its structure and in-
terests, probably cannot, provide the Superintendent with broadly based
advice for shaping the total cadet experience, which embodies programs
for professional, sthletic, and character development as well as academic
pursuits. In recent years the bulk of the Academic Board's work, meas-
ured in terus of meetings, issues, or time, has involved decisions on in-
dividual candidates for admission or the disposition «f deficilent cadets.
It aleo has studfed and taken action on the administration of the aca-
demic curiricu’um. In short, the Board has focused on mattere directly i
concerned with cthe academic program. Other important areas have received
little consideration. The Board'a concern with the intercollegiaste
athletic program, for example, is indirect, limited mainly to the work
of individuul Board members; it has not addressei the uverall athletic
program. Its involvement in the disciplinary, leadership, and military
training programe has occurred at the time cadets are separated because
of deficlencies in those aress. They have not undertaken any broad
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exsmination of the purposes and policies of those aystems and thelr con-
tribution to the cadet experience, in spite, for example, of & widely
held concern by Board members of the adverse effects of the Lesdership
Evaluation System (LES) on cadet academic attitudes.

In summary, the responsibilities and purviewes of the Academic Board,
as defined by law, regulation and practice, are tov limitad to provide
adequately comprehensive policy advice to the Superintendeat; the member-
ship of the Board and its committees are too restricted, nsedlesaly ex-
cluding talented and intevested comtributore from the faculty and staff;
heads »f departments are too heuvily taxed by Board work, to the detri-
ment of their teaching, their p-ofessional developmsnt, and their laader-
ship of the departments. Structural changes are in order,

C. Recommendations for Change to the Governance Structure

1. General. The Study Group cousiders the qualifications and tenmure
of future Superintendents central to its recommendations for change.
Selectees for that position should have achieved marked professional suc-
cess and poasess the level of academic competence normally associated
wvith presidents of undergraduate institutions. The Superintendant should
serve a four- toc eight-year tour.

The Study Group further recommends:

- Retaining the Academic Board with modifications of its membership
and confining its rasponsibilities to statutory matters and to advising
the Superintendent on academic matters.

‘ - Establizshing a new Policy Board ae the primary advisory group for
the Suparintendent.

- Reforming the structure of advisory and administrative committees,
Academy-wide.

The Study Group envisions a newly established deliberative body, the
Policy Board, with a comprehensive focus and a clearly defined role as
the primary elemeént for policy advice and recommendations for the Super-
intendent. Reporting to the Policy Board will be a uumber of standing
committees (Figure 2). With the exception of standing and ad hoc com-
mitteas of the Policy Bosrd and the Academic Board, a ccamittee normally
should not report to another committee. Committees should draw from
both nop-tenured and tenured meubers of the staff and faculty and from
academic, tactical, and staff officers. All should serve specified
terms. Committees having responsibilities for Academy-wide activitias
generally should report to the Dean, Commandant, Deputy Post Commaundar,
or Academic Board as appropriate. Although departmant hsads might chair
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selected committees, in genexal, they should not be members of the sub-
structure committess. Omne objective of these recommendations is to
perunit scademic department heads to concantrate on their dspartmental
dutiea.

2. The Policy Board. The Policy Board szhould be couposed of the
Suparintendent as Chairman, the Deputy Superintendent, the Deen, four
permanent profossore elected by the Academic Board for three~year temmas,
the Director of Intercollegiate Athletice, the Chief of Staff, the Com-
mandant of Cadets, the Brigade Tactical Officer, and the Director of
Plang and Analyeis as Secretary without vote. On policy matters for
which they have operational responsibility, the Director of Policy, Plans
and Anslysis, the Director of Admissions, the Deputy Poat Covmander, or
other officials should participate in the deliberations without vote.

The mission of the Policy Board should be to advise the Super-
intendent on all wmatters having general significance for tha Academy.

The Policy Board should have the fellowing specific functions:

~ Advise the Superintendeant on all aspects of the education
and training of cadeta, the management of resources, the governance of
the Academy, and on such othar matters as the Superintendent or the
Policy Board deems important.

- Recommend policies for admission, readmission, graduwation,
and academic, military, phyesical, and disciplinary proficiency.

- Review master plans for construction.
- Recowmend policies for all tenured appointments.

By recommending a Policy Board with a purview broader than that
of eny other body at the Academy, the Study Group intends greater com-
prehensiveness, coherence, and unity than has been achieved in the past,
both in formulating and executing policy. The large faculty rapresenta-

tion on the Policy Board is intended to magnifiy the influence of the
faculty in the central governance of the Academy and to increase the

emphasis on education.

3. The Academic Board. The Academic Board should be continued,
with its membership augmented by the Head of the Department of Behav-
icral Sciences and Leadership, the Diractor of the Office of Physical
Education and the Directox of the Office of Military Inatructionm. If
a head of department is elected to serve on the Policy bBoard, consider-
ation should be given to seating some other tenured depazrtment faculty
member on the Academic Board in his place. The workload of the Academic
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Board has become unduly burdensome with the incresse in the size of the
Corps of Cadats and with greater comploxity in'the demands of academic
administration. Thase conditions prompt the Study Group to recommend
realignment of rssponsibilities to give relief to the Acadeamic Bosxd to
ensure that it may concentrate on scademic matters.

The miseion of the Academic Board should be to execute those
functions directed by law and to advise the Superintendent on academic
matters, The Academic Board should be & forum for the exchangs of
views smong members and should be a weana for heads of departments to
communicate directly with tho Supsrintendent.

The Academic Board should have the following specific functicne:

- Recommend for return or reappointment to the Academy a cadet
who is reported as deficient in conduct or studies and recommendsd o be
discharged from the Academy.

-~ Select the candidates and recommend those candidstes selected
to the Secretary of the Army, for any additional appointments authorised
by Title 10, USC, Sectiomn 4343,

- Recommend to the Superintendent those cadets to be separated
for any reason except under Article 12, Regulations for USMA, and for
medical disqualification. Cases for dismiesal for academic deficiency
will be brought to the Academic Boaxd by the Dean and for conduct and
leadership, by the Commandant after each has considered the concerns
of the other.

- Recommend to the Superintendent those cadets to receive diplo-
ma3 and those to be commissioned in the services.

- Select the memorials to be placed in Cullum Memorial Hall,
decisions requiring a majority vote in a quorum of not less than two
thirds of the entire Acedemic Board. '

~ Recommend policies and procadures for graduate edication of
faculty members.

- HRacommend persons to receive permanent appeintmsuts to the
faculty. (See also reacommendation 78 for others ianvolved).

4, Office of the Director of Policy and Plauns . The
Study Group recommends that an Office of Policy, Plens uﬂd,iﬁ%i; ia be
eastablished to perform thesa functions: institutional resesazch to ima~
clude dsta collection and analysis; long-range plamning for the Acsdowy;
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organizational effectiveness; assistance to the Superintendent in set-
ting the agendas of the Policy and Academic Boards, the Board of Visitors,
and the USMA Advisory Committee; and coordination and analysis of the
scheduling of all significant acrivities of the Academy. The Director
should be & colonel who will se’ve as Secretary to the Policy Board and
who will have a tour of duty o’ 4-5 years,

The Superintendeut requires an independent lcok at all aspects
of cadet time. No single agency is now charged to oversee the use of
cadet time. For this reason, the Superintendent must continually mouni-
tor the demands placed on cadet time and adjust ita allocation and usae
accordingly. In addition, the Academy needs an operations research
approach to the scheduling of the educatiocnal and training systems to
ensure the best "mix" of staff, facilities, and time. Therefore, it is
recomaended that the Director of Policy, Plans and Analysis (DPA) be
respongible for the following:

~ To evaluate and report on the adherence of Academy elements
to existing scheduling policies and procedures.

- To analyze and develop scheduling plans to maximige uge of
persomnel and facilities.

- To provide the Secretary of the Scheduling Committee of the
Policy Board.

~ To conduct research and to disseminate the analysis of this
research in time management and scheduling techniques.

While there ig a distinct difference between long-range planning
and traditional institucional research, there 18 merit in the close inte-
gration of the two functicns -.under the DPA. Lack of effective long-
range plamning capability, with adequate access to ADP and analytical
support, has caused the Superinteadent to rely on a series of ad hoc
conmittees, each with a single purpose. While this is both necessary
and desirable, it has created the perception that West Point practices
only crises maragewent.

The Superintendent should also have at his dispcsal trained man-
agement personnei to analyze, interpret, and advise him on organizational
problems. The establisiment of an Organizational Effactiveness (OE)
capability at West Point is in keeping with current Aray policies. The
establishment of an Organizational Rffectiveness Staff Office (or ele-
ments thereof) car provide the Superintendent with a aystematic
epplication of management science and leadership methods to strengthen
and improve the effectiveness of organizitional elements at West Point.
The placement of the OR staff affort for the Academy within the Office
of Plans, Policy and Analysis is in keeping with the appropriate func-~
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tions of that office. Such assignment will provide the OF staff an in~
atitutional mewmory, access to a data bank, and ADP capability, which they
may require.

& Boards Secretariat should be located in the Office of Policy,
Plans and Analysis. DPA's administrative branch will support secre-
taries of the Policy Board, Academic Board, Board of Visirors, Advisory
Committee and serve as 0ffice of Record for their committees.

5. Faculty Council. The Study Group recommends establishing a
Faculty Council composed of all tenured faculty and staff members and
twoc nou-~tenured faculty members from sach academic department elected
by non-tenured departmental colleagues. The Council should meet at the
call of the Superintendent or Dean (its chairman), or at the request of
a specified low number (e.g., 10 percent) of its members. The Council
should facilitate communication with the Superintendent.

6. Superintendent's Honor Review Committee. Because of the impor-
tance of the Cadet Konor Code and the Cader Honor System to the vitality
of the institution, this Committee should continue to have a special
relationship to the Superintendent. It reports directly to him; its
members are chosen by him. The Committee should also transmit its re-

_ports to the Policy Board for consideration and comment. Additional

comeent on the Committee's composition and manner of operation is con-
tained in the Militery Professional Development portion of this report.

7. Dean. The Dean's responsibilities increase in this recommended
restructuring. He is the Superintendent's chief advisor and executive
for academic matters. He will recommend to the Superintendent any
changes to the program of instruction, the time to be allocated to each
department of instruction, and the credit-hour weight of each course.
His duties include supervision of the programs and personnel of the
academic departments and the library; allocation of financial re-
sources to these agencies upon approval of the Superintendent; coordina-
tion of aasignments for academlc personnel; coordination of academic
schedules and instructional facilities within approved policy quidelines;
membership on the Policy and Academic Boavrds, and any other boards and
comuittees to which he may be assigned; and any other duties which may
be assigned to him by the Superintendent.

The Dean should oversee permanent committees which report recom~
mendations to him for his decision (see Figure 2); he may, at his discre-
tion and within established quidelines, forward the recommendations to
the Superintendent for final decision or for referral to the Academic or
Pciicy Boards.

8. Director of Automation and Training Support (DATS). Another
organizational area of coacern to the Study Group was the wanagement of
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computer and training support operations. Improvements in cadet instruc-
tion on and academy use of the computers are required. Academy assistance
to the US Militsry Academy Preparatory School in evaluating their autco~
mation requirements should also be considered.

The Academy Management Information Systems Offfcer is positioned
in the Comptroller's Office and cannot effectively manage West Point's
computer resources owing to his limited authority over certain major com-
puter elements that support cadet instruction. Similarly, responsibility
for other instructional techmology resources fragment among separate
Academy agencles.

A single manager of both computer and training support resources
is recommended via the Director of Automation and Training Support (Fig-
ure 3). The DATS should have management control over existing computer
and training support facilities, report to the USMA Chief of Staff, and
interface with &n Academy Computer Advisory Committee und Computer
Users Group.

Within the DATS organization, the Academic Automation Support Co-
o dinator is the key figure. His role is that of the inrovator seeking
neJ ways to integrate use of the Academic Computer and instructiomal
technology In the classroom. He should be a tenured faculty member.

. Director of Admissions and Registrar (DAR). Because the quality
of the entering class dramatically influences the Academy, the Study
Group vxamined the entire admissions process. (Details of this exami-
nation .re at Appendix E). Under the leadership of the DAR, the Admis-
silons Of ice managed efficiently the changes required by the expansion
of the Corps of Cadets during & period of vocal anti-militariem in the
United States. It has reacted similarly to the requirements for the
admission o€ women.

The indications are that the Admissions Cffice has moved Aggres-
sively to reciuit, spread infermation, and make personal contacts. The
Cadet Pubiic R-rlaticns progvam is excellent. Contacts through the Re-
serve Officer Lilaison program, use of alumni societies, and educator
visits are being pursued. The supporting computer program is imnovative.
Significantly, Scholastic Aptitude Test scores of entering clasges have
remained constant while these scores nationwide have declined.

There are a-eas, however, that need improvement. Although en-
trant quality remains high, a more aggressive early acceptance program
and studies of qualiftfed candidates whe decline admission could improve
the Academy's recruitment position. Recruiting in the future is likely
to require more effort, and factors which hamper recruiting should be
identified and eliminated. In any case, the incoming classes should not
be filled if sufficient fully qualified and properly motivated candidatea
are not available.
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Admisgion procedures are unnecessarily cumbersome. The Admis-
sione Committee is currently authorized to act concerning those candi-
dates who are obviously qualified and those obviously not. Approximately
500 carndidate files on which the Committee cannot agree are forwarded
each year to the Academic Board for considevation. This number is
excessive, and the authority of the Admissions Committee should be broad-
ened to permit their decision on all cases that do not represent major
deviation from admissions policy.

10. Discuasion. This.proposed structure is functional, efficient,
and administratively frugal. Committee realignment eliminates unneces-
sary layering. The streamlined, broadly-based Policy Board is a manage-
able size. The structure will permit timely surfacing of issues, de-
cision making at the appropriate level, and a representative membership
that will elicit mutual support.

An important feature of the proposed Policy Board is its broad
purview. It advises the Superintendent on all policy matters. The pres-
ence of the Dean and four heads of departments on the Policy Board grants
academic depuartments a powerful voice in all deliberations. FElection of
the four department head Policy Board members by the Academic Board pro-
vides for proper representation of departmental and tenured faculty views
and ccncerns in the highest governance body of the Academy. This strong
faculty membership, coupled with the broad scope of the Pelicy Board,
increases the emphasis on and primacy ¢of educational excellence through-
out the system of governance of West Point.

A maior advantage of the recommended structure is that it re-
leases the heads of academic departments from thelr current excessive in-
volvement in committee work, which in turn permits them to concentrate
on their department interests to a degree not previously possible.

The recommended structure includes a Superintendent with estab~
lished academic competence who should serve for at least 4 years and
preferabiy longer. The Study Group expects that the Superintendent will
take counsel from time to time with former Superintendents, Deans, and
Commandants and obtain their views on matters of moment. Further etabil-
ity accrues through the provision for a long assigmment for the Director
of Policy, Plans and Analysis and assigning that office the responsibility
for long-range planning.

The presence of four tenured department heads and the Dean on the
Policy Board and tenured staff and faculty representation on the key
governarce committees also provides stability of view and policy on all
Academy matters and perpetuation of an institutional memory. The Aca-
demic Board, the Faculty Council, and the chain of command provide for
checks and balances.
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On almost all committees of the recommended governance substruc-
‘ture, the academic departments and the Office of the Commandant have
representation. On many others, the special Interests of athletics, post
functions, and other activities are represented whevre appropriate. The
details of composition of these subcommittees are at Appendix D to this
report. .

The recommended structure, through its representational approach,
permits greater use of the talented personnel assigned to West Peint.
This increased participation facilitates the surfacing of new ideas and -
early discussion of issues and concerns. }

D. External Governance Bodies.

1. General. At present there is no body external to the Academy
which provides continuing advice, counsel, and assistance to the Super-
intendent through in-depth review of the Academy's activities. The
Board of Visitors is charged to "inquire into the morale and diacipline,
the curriculum, instruction, physical equipment, fiscal affairs, aca-
demic method, and other matters relating to the Academy..." (10 USC,
Sec. 4355). Its membership includes various members of the Congress,
including Chairmen of both Armed Services Committees, and other impor- !
tant individuals recommended by the President.

Those distinguished persons have not had the time or staff to
accomplish more than brief annual inspections. Most institutions of
higher learning provide for such external review and assistance for
their presidents through boards of trustees. Whiie ad hoc groups such
as this Study Group have examined various aspects of the Academy from ;
time to time, there has rarely been any continuity among the membership; ;
and, more importantly, much time passes between the adjournment of one
and convening of its successcr. As beneficial as these occasional
studies may be, they are sporadic and 1isolated, not regular or inte-
grated.

The Study Group agrees with the recommendation of the Borman
Report to establish an external advisory boedy.

‘ 2. USMA Advisory Committee. Following these guidelines, the Study

1 Group recommends the eetablishment of an external advisory body called
the USMA Advisory Committee, with the mission of providing advice and
assistance to the Superintendent by reviewing any activities that baar

on accomplishing the mission of the Academy. The committee should con-
gist of a chairman and approximately 12 members. Standing or temporary
subcommittees should be formed as necessary. The committee should esgtab-
1ish ad hoc visiting committees with membership not limited to that of
the Advisory Committee itself. These subcommittees should convene as
necessary to review academic departments or other components of the

e o i S
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Academy. The chairmen of such visiting committees should be drawn from
either the ranks of the regularly appointed members ox elsewhere as ap-
propriate.

The members should be distinguished civilians and military lead-
ers. A membership slate might include one or two persons from such
categories as college or university presidents, educational administra-
tors, deans, heads of academic departments, teaching faculty, corporate
executives, and active or retiraed military personnel. They should be
selected with the goal of engendering confidence and trust between the
Committee and the Superintendent. There should be no ex officio members.
The Committee will be governed by the provisions of the Federal Advisory
Committee Act (5 USC, Appendix 1).

A Secretariat stationed at West Point would serve the Committee.
The secretary himself should be a former faculty member who has served
with distinction for at least two yez:r3 and shouvld serve for a normal
tour of duty of 2 years as secretary.

The members of the Committee should be nominated by the Super-
intendent, approved by the Chief of Staff, and appointed by the Secre-
tary of the Army. Contiguous terms of service should not exceed 6 years
and should be managed so that no more than one third of the members are
newly appointed during any two-year period.

The Advisory Commitcvee should report to the Superintendent at
least annually. The Superintendent should forward copies of the report
to the Chief of Staff, the Secretary of the Army, and the Board of
Visitors, Visiting committees should be formed to assiast the Advisory
Committee in 1its work and should become an important channel of communi-
cation between departments and the Advisory Committee. They should also
advige the headsa of departments. The composition of each visiting com—
mittee should be determined by its chairmen, and its members should be
persons of competence on their fields. Members should be nominated by
the USMA head of department concerned, approved by the Dean, and ap-
pointed by the Superintendent with the advice of the Chairman, USMA Ad-
visory Committee, Visiting committees periodicelly should review depart-
mental activities, confer with the leaders and members of the department,

speak with cadets, and observe the departments at wvork.

The Advisory Committee should meet in the manner, at the fre-
quency, and for the duration determined by the chairman, but not leas
than twice annually. Visiting committees should plan to visit all por-
tions of the Academy as needed. During periods of marked change or
when unusual conditions demand, greater frequency might be required.
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Areag of review should include:

Academic activities, to include curriculum structure and content;
instructional technology and methods; faculty quelity, morale, staffing,
and structure; laboratory and other instructional facilities; USMA Li-
brary; cadet attitudes toward academic study.

Professional development activities, to include cadet morale,
military training program structure and content, staff training and struc-
ture, cadet duties, physical educetion, training activities conducted
away from the Academy, intramural athletic programs.

Admissions activities, to include selection criteria, organiza-
tion to conduct the admissions process, and publicity progreme.

Other activities that bear on the cadet life, to include extra-
curricular clubs and groups, intercollegiate athletics, institutional
research, scheduling of cadet and Academy activities, counseling, health

care, and religious 1ife.

Jrganization for tue efficiency of the conduct of other post
suppoxt activities, to include housing, maintenance, personnel, museum
operations, public affairs, and other activities related to the opera-

tions of the post of West Point.

Selection of tenured personnel should also constitute an area of
continuing concern for the Committee. Review of the academic credentials
of those nominated for tenured positions and provision of recommendations

to the Superintendent would be two appropriate activites.

Such other matters as the Committee, the Superintendent, or the
Chief of Staff of the Army might determine.

3. Summary. The Study Group believes that the proposed USMA Advi-
sory Conmittee will benefit the Military Academy with regular consulta-
tions by highly qualified and interested men and women who are dedicated
tv the welfare of the institution and who will improve the Academy's

accountability to the American people.

E. Command and Staff Organization.

The Bormar Commission's examination of the the Academy's command
and control structure indicated that the Superintendent was overcommitted.
The subcommittee concurs with the Commission's conclusion that the cur~
rent organizational span of control is too great. Currently, too many
elements could report directly to the Superintendenz and Chief of Staff
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(see Figire 4). Of the other academ'es and universitles studiae,
universicies atudied, the span of control of the superintendents nr
presidents, exclusive of boards, was significantly less. The wide
apan of control of the Supesintendent has been compliceted by the
assignnent of additional functions to the Chief of Staff. He alsc
serves as tiue Deputy Yoet Coumander, svvervisiag all of the installa-
tion activities and coordinating the Academy staff at the same time.

The general staff at Wect Point is not a true general staff a’ fuund
in othar Army orgsnizaticns. Preponderantly involved in post support,
it 18 in reality a post staff. While some unique steff elements are rec-
ognized, a move standard organization would improve manegemunt, effi-~
ciency, and relations with extsrnal agencles. The Academy's orgs.ization
should b: no morz unusual than necessery. Organizational inconsistencies, ‘
complicated by doubling the size of Corps of Cadets, and a pliethora of :
highly sensitive management problems--court challenges, Electrica!, Fn- ‘
gineering 304, admission of women and others-~created special stirains
on the monagement. structure. West Poiut's deasignatior. as a national
historic site further compounds its management problems. These consid-
erations may huave been responaible for the following problem arees:

~Some routine decisions ere made g+t s higher level than at most
other Army insetaliations;

~ Real or perceived inadequacies in the direction and control of the
increcsing number of cadet activities have contributed to cadet time

problems;

- The amount of information wnivhk can be brought to the Superinten-
dent's attention has been limited;

~ Time available for :ne Superintendeni to be personally involved
with cadets has been reduced;

~ Management problems have been presented directly to the Superin-
tendent. |

All these factore taken together indicate that, in addition to his
notmal Academy and post funrctions, the Superintendent haus & myriad of
other duties competing for his time.

As a conuequenc. of the Army response to the Borman Commission, the
issue of an additional general offfcer position ac West Point received
extensive examination. This issue is a subjective one at beat. During
the events of the past few years, another general officer (probably a
Deputy Superintendent, rather than a Provost) wouid have been useful to
the Superintendent. These events include expamsion of tha Corps,
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integration of women, and the Electrical Engineering 304 cheating scan-
dal. The broad spectrum of individuals consulted, however, did not voice
strong support for increasing the general officers at West Point. Reasons
varled from a general feeiing that reorganization would not solve current
problems, that establisiment of an additional position would indicate
that more was better, and that sanother general officer was not justified,
Another consideration was the organfzational atructure of rhe Air Foxce
and Naval Academies and the number of general officers assigned to each.
Fu-ther, the size and perceived complexity of West Point alone do not
justify a fourch general officer position, espectally when compared

with other active Army installations. Also, the excessive span of
control of the Superintendent can be reduced to an acceptable level

by reorganizatlon without adding another general officer.

[OOSR "SR |

The Study Croup's recommended organization (Figure 5) is to provide
the optimum command and control crganization to sssist the Superintendent
in the performance of his duties in keeping with the DA response to the
Borman Commission Report. The recommended proposal is conservative and
based on proven concepts. It attacks the heart of past problems, the
excesslve and distorted span of contrel of the command group at West
Point. Tbhis proposgal vecommends no addition of a fourth general officer \
over the long term. However, this does not imply that arother general
officer for the immediate future is not necessary. The new Superinten-
dent must look deeply intn overall Military Academy policies, programs, :
and procedures throughout the iustitution during this unique period. The {
delegation »f support functions to a general officer Deputy Superinten~
dent would allow the Superintendent to concentrate on the fundamental
issues of the Academy without the buiden of routine administration of
support activities.

In view of the implications assocjated with the aftermath of the
cheating scandal and the potential fimpart of this study, the next few
years could be a critical period for the Academy. This study could i
change aspects of the instituticn from academic to administrative, It
can be expecteu that the Academy will be subjected to increased interest
by the Congress and the American public during this peried. This height~
ened interest arnd expectaztlons as a consequence ¢f a new Superintendent
along with changes anticipated from this study will create unprecented
demands on the Superintendent. The Study Group thinks that it is desir-
able to assign an additional general officer as Deputy Superintendent to
assist the Superintendent durjug this period of adjustment (Figure 6).
This addition will allow the 3uperintendent to concentrate on pressing
fundamental issue~ that require quick reesclution.

One changes in Academy governance and organizatfon, academic curri-
culum, military professional development, and orliers are firmly imple--
uented, the position of Deputy Superintendent should be reevaluated and, !
if considered unnecessary, the position should he abolished. With a {
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f return to normality, the Study Groun's proposed organization should func-
' tion efficiently and preciude the crisis management oiten experienced |
in the past.

! Concurrently, the Office of the Commandant is reorganiszed to reassert
the Commandart's role as the central scurce of control and direction for
3 the Corps of Cadets and to provide for move effective control of the

3 scheduling and ccordination of cadet activities. The proposad crganiza-
' tion, in terms of major components, establishes the Office of the
Commandant, consisting of three departments - Military Instruction, Phys-
ical Education, and Military Dlevelopment (unJer the direction of the
Brigade Tactical Officer). Each of thes: organizations is headed by a

; colonel. The Commandant's stuff, identified by functicnal area, is made
! up of four divisions, each supervised by a lieutenant colonel--Personnel
i and Administration, Operations and Plans, Logistics, and Cadet Counsel-
ing. The Commrandant also superviges the activities of two special staff
officers--The Speclai Assistant for Honor Matters and the Organizational
Effectiveness Staff Officer. Both hold the grade cof maior.

e

; The principal features of this organization (Figure 7) are the estab-
lishment of the Department of Military Development headed by the Brigade
; Tactical Officer (the position of the Brigade Tacticsl Officer is ex-

3 plained more fully on P.96) and the creation of four Regimental Tactical
Officers. The Department of Military Development contains all the Com-
pany Tactical Officers, who have overall supervisory responsibility for
the cadets and particular interest in their military development.

On the Acadeny staff, the Director of Intercollegiate Athletics snd
the Director of Admissions and Registrar remain organizationally un-
! changed. But the Director of Policy, Plans and Analysis has been
' established and assigned responsibilities for an expanded analytic
capability, the organizational effectiveness program, long-range plan-
ning, and time and scheduling analysis.

The Office of the Director, Automation and Training Support (DATS)
has been created in order to supervise all automatic data processing and
instructional technology resources.

The Comptroller, less his former Management Information Systems ele-~
ment, should remain directly under the Superintendent. Because of the
prevonderance of rvesources ipvolved in the education and training mis- g
sions ot the Miliiary Academy, the Comptroller at the Academy should be §
actknowledged as unique and not piaced under the Deputy Post {ommander. |

Cadet support activities (Treasurer and Cadet Activities Office) !
group under the Director, Cadet Activities (DCA) and fall under the Chief ‘ i

51




ateasal il e G SR L et

ot T T e W TR e

VETTR TR TR AR T AT T AR AT T O PTG T T TR AT R TR T T T A R e TR e e e A

A L i

By O S e -

of Staff for the short term. This placement should facilitate the coor-
dination of 1installation support to cadet activities and will relieve

the Commandént of the burden of many dysfunctional concerns. In the Yong
run, the DCA orpanization might be assigned to the Commandant.

Several critical functions-—-time and scheduling analysis, organiza-
tionel effectiveness, and long-range planning--sre deemed essential
and suitable for placem~nt in iLhe Office of Pclicy, Plans and Analysis.

The proposed organization will be highly effective in assisting the
Superintendent in accomplishing the Academy mission. It provides a sin-
gle manager for installation activities and frees the Superintendent
from direct supervision of the installation. Also it provides the Aca-
demy with an increased and independent research, planning, and evalua-
tion capability so that planning can be systematized and current programs
or proposed changes can be analyzed. This oxganization provides an in-
creased focus for cadet activities.
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CHAPTER V

ACADEMIC PROGRAM

A. Iatroduction

!

: The Study Group began its examination of the academic program with

! the expectation, secn confirmed by many observations, that the Academy

| is a sound institution. Our task was to find ways to make it better,

| which meant that the process of the study paralleled in many respects an
| accreditation review. We initiated conversation with the Executive Di-
! rector of the Middle States Association of Colleges and Schools, and we
1 have found his assistance substantial and encouraging. We are confident .
§ that when the Academy undergoes its fourthcoming ten-year accreditation
; review, it will be judged an ingtitution of high quality. We hope that
the recommendations of our report will point toward the achievement of
even greater distinction in coming years.

An Academy education lays the foundation for a life-long career of
service. The shape and needs of the Army of the future are not clear,
and Department of the Army has yet to specify its future officer
education needs. A base of knowledge allowing graduates to adapt to
weapons systems of increasingly complex technology is essential, but
equally essential is the base of knowledge needed to lead soldiers effec-
tively, tn develop a set of personal values, and to understand political,
economic, and cultural issues, both foreign and domestic. The "Concept
for the US Military Academy' recommended earlier in the report states
the academic objectives necessary to lay such a general foundation. Sig-
nificantly, it represents a consclous decision that the Academy should
graduate officers who can deal with both the technical and the non-
technical worlds. This decision in turn leads to the conclusion that
‘conventional academic majors are neither necessary nor desirable, a sub-
ject discuesed later in the curriculum section of this chapter. We be-
lieve that the Army officers of the future will perform in a varilety of
roles as they have in the past. Their intellectual base must be con-
structed of skills and principles fully mestered, none of which are more
v important than the power to communicate effectively ir the basic langu-

i ages of daily life—standard English and scientific langusge. Likewise,
. an Academy education should emphasize the undergtanding of general

{ principles, not the memorization of problem-solving formulas. Thke pro-
gram should foster a continual development of judgement, ethics, dedics-
tion to selfless service, and an appreciation of society.

The Study Group examined many proposals for change. No proposal was
significantly more costly or inexpensive than current methods; therefore,
no detailed analysis of cost has been included in our report. The Study
Group believes that to make radical change in a basically acund zca-~
demic program is not wise. Moreover, many changes in the academic program
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will require detailed study and planning by the Academy. Hence, the most
important recommendations to improve the :cademic program are those which
restructure the governance of the Academy so that it can adapt to change
more readily in the future; these recommendations have already been
discussed in the preceding chapter.

The Study Group has been impressed by the academic achievements. and
attitudes of the upper portion of each class-~-approximately the top 30
to 40 percent. Major improvements in opportunities for enrollment in
accelerated and advanced courses have been well used. Recently cadets
have won Rhodes scholarships for study not only in social sciences but
in physical sciences. The results of Hertz, Olmstead, and other national
fellowship competitions are similarly impressive. However, we do not
believe that attitudes toward academic pursuits are satisfactory among
many cadets in the lower 60 to 70 percent of each c¢lass. These attitudes
are summarized in cadet slang as 'cool on academics," "the goat," "2.0
and go," "spec and dump," and "cooperate and graduate,'" each with its
own variation on the theme of giving only that effort to studies uneeded
to graduate. Undoubtedly, such attitudes accelerate the development of
poor attitudes in other areas, including homnor.

The improvement of these attitudes is the first and most critical pre-
requisite to improvement of the education for most cadets. Evidence of
poor attitudes has been overwhelming and consistent from interviews with
cadets, faculty, and graduates, from surveys, and from observations of
exchange Air Force and Naval Academy students who note that scholastic
pursuits have higher regard at the other academies. Improvements depend
on the full cooperation of the entire institution; our recommendations
require changes in matters under purview of the Commandant, the Dean,
and the administrative staff. It must become clear to every cadet that
the Army believes a sound education 1s a valuable cornerstone of a life-
time career. Common agreement on objectives and measures of effective-
ness is a necessary first step. More interaction with people outside
the Academy, both military and academic, is needed. All groups at the |
Academy must pull together for the gocd of the largest number of cadets
by making the hest possible ugse of the fine resources available. .

i
i

Certein recommendations for no change are as significant as those
for change and should not be overlooked, for example, the recommenda-
tions to continue a predominantly military faculty, to eschew conven-
tional majors programs, to keep a common core of about 30 subjects, and
to postpone the introduction of certain ethics instruction until such
courses can be more thoroughly prepared.

Regardl: ss of all other recommendations, the key to academic excel-
lence is the excellence of the faculty and the student bedy. We find
great strength in both groups.
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B. Academic Attitudes

The attitudes cadets have toward their studies in many ways reflect
the larger problems of the institution. Cadets arrive at the Academy
wishing for and expecting to {ind a good education, but certain-character-
istics of the environment undercut the academic pri.gram. In the closely
organized society tiat is West Point, such factors synergisticaily assume
greater importance than they would in the less structured environment of
the typical civilian university. The particular nature of this society
const itutes much of Wast Point's uniqueness, but it also has the poten-
tial to magnify unhealthy attirudes and has reinforced poor attitudes
toward scholastic pursuits.

Most high school seniors approach college ideallstically, but many
find that the college exparience fails to match their ideals. 1In such
caces dissillusionment may curb their academic effurt and achievement.
This sequence 1s perhaps inevitable, yet some 30 to 40 percent of all
cadetc appear to handle the situation well and live up to their poten-
tial. To cope with competing demands for their time, however, the re-
raining 60 to 70 percent, to soma2 degree like college students everywhere,
adapt andé get by with less than their best when faced with unrelenting
pressures, some from the institution and some from within the body of
cadets. Apparently no nne becomes particularly upset zbout the situa-
tion. 1In fazt, cadets in so>me 'cool-on-academics" companies support such
behavior. Tactical Officers who allow such attitudes to develp are at
fault. Even the academic departments, where there should bz particu-
lar concern about the situation, display a tendency to acquiesce. In
the words of one instructor,

We seem to lower the standard of performance expected of
cadets in academic courses for political reasons--too many
cadets may fail our course, or if our standards are tou de-
manding, then cadets may not take elective courses in our
department .

Although cadets continue to view the academic program as importent
to their succesgs at West Point and as Army officers, che "system' does
not seem to support that view. It does not require uniformly high per-
formance, and it allows some relatively unqualified cadets to puss
courses and graduace., Many cadets resolve this obvious inconsistency by
adopting the attitude that although education per se has importance,
studies at West Point are often irrelevant and merit only a superficial
approach,

Reports of the Office of Institutional Research at the Academy con-

cetning the performance of cadets prior to entering West Point give clear
evidence that entering students view education favorably and have enjoyed
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prior academic success. Over 90 percent of the Class of 1978 had better
thanr a B average in high school, and the figures are higher for the Class
of 1979. A major factor influencing most candidutes wno enter West Point
is its good academic reputation; more than 90 percent of the Class of
1978, for example, cited this reascn. After arriving at West Point,
cadets continue to value a geod cducation. In a March 1977 sample

survey of all four classes, cadets rated academic instruction, the Honor
Code, and relationships with classmates as the most Important factors in
their success at West Point. Among factors Ilmportant to their long-term
success as regular Armmy officers, academic instruction was ranked third
of 17 items (the Honor Code and competition were rated first and second).

On the same survey, cadets were asked to rank the pricrity they give
to several ways of speunding their time. Although these results are not
necessarily indicative of how cadets actually behave, study and ciassroom
activities were rate” first followed by athlietics, military duties,
leisure, and extracurricular activities.

Obviously, cadets have a favorable attitude In general toward in-
struction and edvcation. Hew they view their academic erperiences at
West Toint specifically is another question. Academic disincentives
occur both outside and inside the academic program. The main competitors
with academic activities for cadet time are military dutiles, physical
education, extiacurricular activities, and leisure time. While these
activities are impertant t» the overall development and well-being of
cadeis, thelr unintended negative effects on studies require recognition
and corvecticen. Proper pciorities must be established.

In spite of the priorities cadets indicuted in the surveys cited
above, military and chain of command duties tend to divert time from
study, often because those non-academic obligations present more immedi-
ate requirenents. Cadets know that late reports or unshined shoes
quickly result in demerits or other punishment. By contrast, a failure
to study one particular lesson may incur little or no ilmmediate penalty
and may be offest by later gatisfactory work. Administrative details
and passing information by slow, clumsy methods waste time which might
be devoted to study. Examples from interviews include the codet adju-
tant who spends 3 to 4 hours in oue evening obtaining the names for a
trip section roster and the squad leader who c¢onsumes precious time
going from rocm to woom to announce information which should be posted
on a central bulletin voard. Not only do these activities waste the
adjutant's and squad leader’s time bur they also interrupt the studies
and concentration of the other cadets.

Phys.cal education and athletics also crowd ahead nf academic work

At times, partly because of the normative grading rystem used ier
physical education and physical fitr.ess tests. The cadets compete
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agairst classmates in a system which guarantees that half of them will
score "below average." This system causes some cadets to spend time
on physinal training beyond that required to meet a specified standard
and hence to have less time for study. Such strenuous activity also
leaves some cadets too tired to gain from classroom instruction,

Several other factors in the military environment which affect cadet
attitudes about studies relate so0 closely to each other that they are
best discussed together. These are the Fourth Class System, the Leader-
ship Evaluation System (LES), and the Company Tactical Officer. The
Fourth Class Sy.tem serves a good purpose In providing an initiation and
rite of passage from civilian to military life. It creates a disciplined
environment, subjecting fourth clasanen to pressure, forcing them to es-
tablish priorities and to cooperate with others. The system is also a
soclalization process in which upperclzssmen impress their norms on the
plebes. Among tnese may be certain counterproductive hehavior such as
being '"'cool on academics,” Plebes may be taught that to excel harms
classmates who are not performing as well. Since grades and order of
mer it arc common knowledge, those doing well academically stand out |
quickly. The tools for enforcing the norms in a company lie readily at hand.
The Fourth Class System can be used to indoctrinate the new cadets, and
the peer ratings of the Leadership Evaluation System are available for
the reinforcement of norms. Of course, these same procedures can pro-
duce positive results; but they are subject to abuse, and they accelerate
the decline of company norms when such decline begins. The attitudes of
Company Tactical Officers toward academic efforts are extremely impor-
tant. Without the Tactical Officer's support, the academic program will
alwmys operate under an unnecessary handicap. The effect of the Tactical
Officers' attitudes toward scholastic pursuits and our recommendations
for change are discussed in Chapter VI, Military Prcfessional Development
Program.

The myriad cf well-organized, weli-led extracurricular activities
and attractive, but sometimes cvercrowded, recreational and leisure fa-
cilities alsc compete for cadet time and can distract cadets from aca-
demic pursuits. College students have gimilar excuses to postpone
studying, but they uperate in a less structured environment than the
Academy's. The Academv sys:em of privilepes does little more than entice
cadets from their studies. Since it is deemed a "privilege"” to go
to the gymnasium, to the mnvies, to officers’' quarters, on trips, and on
weekend leave, tbe logical conclugsion is that remaining in the barracks

to study is derlorable. Another difference between cedets and college
students is - .- 'r perception of what happens if they do not study. Stu-
desitc st goul ¢ rpect t~ fail or receive low grades, sanctions which
¢ L inutely affect their e .owability. ’lost calets know that while it
18 difficult to make an "A," it is even more difficult to fail, and

they know all will have the same Army rank initially regardless of order
of merit standing. Cadets aiso view expulsion for academic deficiency
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as a remote threat. For the past 10 claasoas, an average of only 4,1
percent of each class has been separated or turned back for academic
deficiency during ite four years. Thus, the possibllity of separation
does not significantly affect allocation of time. The Academic Probation
System instituted this year may have relieved some of the pressure to
pass cadets as indicated by the increased failure rate cof 5.6 percent

for AY 76-77,

Certain aspects of the curriculum, pedagogy, and academic adminis-
tration are alse viewed negatively. Cadets believe that thei: study ef-
forts are fragmented among too many courses, and they desire increased
academic specialization in line with their own individual aptitudes and
interests. Although cadets may not be the best judges to determine the
content of the curriculumn, the factors mentioned may have a negative ef~
fect on their attitudes. 1In a survey of 298 first and second classmen,
10 percent of the respondents claimed they do not see the relevance of
course material to their future careers in the Amy. Cadets refterated
this complaint during interviews. In fact, many of the courses mentioned
by the respondents do have great relevance to Army officers, but this has
not been made sufficiently apparent to the cadets, Other dissatisfactions
mentioned were the frequency of grading in scme courses and perlodic
overloads occurring when several examinations are scheduled and major
papers are due within a short time span. On the same survey, over half
of the respondents listad one or more of their courses as offering know-
ledge they would not retain beyond test time, Added written comments
Indicated that cadets believe courses are forced into this pattern of
memor ize, be tested, then forget because of the problems already men~
tioned.

Even the grading aystem insidiously undermines academic achievement.
A grade of 2,0 or above on the scale of 0 to 3.0 is called "proficient,"”
and everything below is "deficient." A barely proficient grade is per-
ceived as acceptable and is viewed as a "c" grade would be at other insti-
tuticns., In most courses and certainly in c«ther institutions, s 2.1
semester average would recelve a trarscript letter grade of "D." The
differences between the 3.0 system and the letter grades simply add to
the confusion over what is academically acceptable. A more conventicnal

letter grading system is now ia the test stage prior tc final adoption.

The "goat syndrome" is a synthesis of all the neritive attitudes on
academic excellence. Probably the quintessential manifestation of the
"goat" nult occurs each June at graduation, when the last person in the
class crosses the stage amid popping flashbulbs to receive a dollar from
each of his classmates and greater acclaim than the top ten graduates.
If cadets were not continumugly .. prblicly given their relative stand-~
ings, there would be no p: tilcul:w. reason to adopt the goat attitude,
When resectioning, some departments seat cadets iu the classromm accord-
ing to their 2cademic standing; thus, everyone knows who ranks low in
the course. The current system of ovder of merit rankings for each
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course emphasizes the position of each cadet relative to all others,
calling parxticular attention to those at the lov end of the scales.

The "goat syndrome' may be unconsciously abetted in some cases by
other aspects of the institution's approach to studies. Fach company
has both cadets and instructors designated as academic repressntatives
for those doing poorly. Each academic department makes additional
instruction available for anyone who dezires it. Some instructors even
have repute as '"goat Ps'" or professors, because thaey are good at in-
structing the bottom sections. Such efforts are commendablea examples
of the individualized attention for students u«t the Academy as long as
tkey do not becocme overused crutches.

We conclude that numerous factors both iluternal! and external to the
academic program tend to interfere with the cadets' desire for a good
education. Military, athletic, extracurricular, and leisure activities
ald cadet development but are not alwuys conducted in ways that comple-~
ment academic objectives. Noting the strong cadet belief that education
is valuable and iwmportant, we are not particularly surprxised that cadets
think something is wrong. We believe that too many cadets try to elimi-
nate the dissonance by retaining the ideal view of what an educetion
should be but dismies -wuch of the academic system at West Point as
lacking merit or relev.ace to their future career. Curriculum and peda-
goglical shortcom.iigs have significance beyond their brief dscription
here and receive more complete treatment later in this chapter. To
change attitudes and eventually to aiter cadet behavior will be a long-
term process requiring numerous adjustments and, above all, a high stan-
dard of academic excellence set by the institution and demanded of
cadets.,

C. Curriculum

1. Analveis of the Current Curriculum. The dominant characteristic
of the Weat Point curriculum is the comprehensive core of 40 required
courses. Academic conservatism has protected the Academy from the cur-
ricular oscillations experienced in civilian colleges during the 1960's
Recent studies at Harvard, Princeteon, MIT, and other distinguished in-
stitutions have firmly reestabliished the orinciple of a broad central
core of studies for the undergraduate,

Cadets take six academic courses each semester of the four years.
Classes meet five and one half deys per week between early morning and
mid-atternoon. This schedule, coupled with mandatory phiysicel trailning
and wilitary instruction and supplemented by woluntary extracurricular
activities, all conducted in a military envircnment affected by a per-
ception that every class or drill or activity is equally important, pro-—
duces an unusually demanding workload. Competition for cadet time and
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the necessity for cadets to set meticulous priorities breed a mentality,
apparently unconsclousaly abetted by some faculty and staff, in which

some cadets try to cope wilth overwhelming demands by doing just enough

to satisfy each, but no more. Our interviews with cadets, junior fac-
ulty, and recent graduates repeat this theme. In the April 1977 Institu-
tional Functioning Inventory (IFI) (see Appendix F) at least half of the
cadets polled (out of ¢ sample of 298) designated at least cne course
which epitomizes this approach, which cadet slang calls "spec and dump."

The Study Group found no comprehensive, coordinated, set of desired
learning outcomes or objectives for the individual departmental offer~
ings making up the core curriculum. Some departments (notably History

and Mathematics) have set objectives which relate course offerings to

the requirements of a military career, but most have not, or when they
have tried to establish vbjectives have made them unhelpfully vague. The
uniqueness of the West Point preprofessional education--pointing toward

a very specific career—-makes it all the more important that the core
curriculum, at least, be guided by a unified and coherent set of 2duca-
tional goals. As a first step in the process, the Study Group presents
its "Concept for the US Military Academy,' which appears on page 3,
Chapter I.

Cadets repeatedly report their inability to perceive the relation-~
ships among the parts of their education or the relevance of the curri-

culum to their concept of military service requirements. While it cen

be argued that their plight is inherent in their status as anovices, in-
terview responses convinced us that the cadets have too many scheduled
demands on them and too little time to put the results cf their efforts
into large perspective. More than a quarter of the 298 cadets surveyed
by the Institutional Functioning Inventory cited "too many courses" as a
major flaw in the West Point academic program.

We reviewed the curricula of five engineering institutions, eight
liberal arts colleges and universicles, three military colleges, and
three state universities. None currently require as many &as the
Academy's 48 courses. The average graduation requirement for these
institutions is 40 to 42 courses except in professional engineering
sequences, where the total is a few more. Even in colleges with ROTC
programz whose cadets carry a somewhat greater academic and extracurricu-
lar load than their non-ROTC peers, the total is still substantially
smaller than West Polnt's,

Cadets must complete 41 or 42 of the 48 courses in the structured
core curriculum, leaving six or seven in which to pursue individual in-
terests. Although these elective choilces may focus within one of four
interdisciplinary areas of concentration (basic sciences and mathematics,
applied sciences and eungineering, the humanities, or national security
and public affairs), & lack of sequential or building block electives
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and the existence of a fifth '"general" track mean that many cadets never
take courses above the intermediate level (i.e., typical of the first
semester of junior year). For many cadets, their heavy load of pre-~
scribed courses is especially onexrous and uninteresting when such
courses (particularly those late in the curriculum) fall outeide their
primary areas of interest cr aptitude.

A related issue is the "survey" approach of some required courses
that attempt to cover an entire field or discipline in one or two
gcemesters. Zealous faculty members, recognizing that they have only a
limited fraction of cadets' academic attention and sinceraly believing
in the importance of their subject, may try to do too much,

The core curriculum includes six semesters of mathematics, two of
engineeringz science, tw of electrical engineering, two of engineering,
and two each in physics and chemistry. Cadets electing basic or appliied
sciences surrender one elective and add anocther semester of engineering
sciences. While these are formidable requirements, particularly for
cadets more interested in the humanities and social sciences, this se~
quence is still not sufficient, without additional electives, to prepare
cadets for graduate study in engineering. At the same time, it provides
more englneering education than required for the general competence in
technolegy needed by Army officers. Therefore, reduction in the mathe-
matics, science, and engineering core sequence could be accomplished in
ways which would retain emphasis on the basic sclences and still provide
sufficient study of engineering. Furthermore, such a reduction would be
consiastent with continuing emphasis on engineering for a substantial num-
ber of cadets, provided there is a correspondiung increase in engineering
electives, A recent survey shows that, given a free choice of elective
fields, 49 percent of the cadets responding preferred mathematics,
scilence, or engineering. This percentage would be sufficient to meet
current Army needs for Academy graduates in graduate science programs.
If necessary, any decline in engineering concentration at the Academy
could be compensated by controlling the areas of study allowed in the
RCIC scholarship program.

In reply to a Study Group inquiry, responseg from field commanders

at the division and service school level have helped to highlight cur-~
ricular shortcomings. These senior leaders as well as subordinate com-
manders and staff were asked to base their assessments on the performance
of recent graduates. Our survey results rated Academy graduates as
generally superior to other junior officers in such qualities as strength
of character, physical fitness, understanding the role of the officer in
the Army, potential for advancement, sense of integrity, devotion to
duty, and getting the job done. On the other hand three areas of rela-
tive weakness were also reported: (1) seldom are graduates good writers,
(2) they do not relate well to enlisted soldiers, and (3) they lack con-
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fidence and skill in solving problems that have no set solutions. The
Study Group tried to determine whether these deficiences can be traced

to the Academy.

Weakness in writing is a well-recognized and much-discussed inade-
quacy of American education at all levels. The saction on pedagogy con-
tains corrective measures we rccommend for adeptiom.

The problem which young Academy graduates seem to have in their
dealings with subordinates emanates to some extent from insufficiept
instruction in the behavioral sciences, but far more importantly, from
inappropriate styles, models, and practices of leadership to which cadets
are exposed in their reletionships with Academy officers, in their owm
chain of command, in the Fourth Class System, and in their summer mili.-
tary training program. As a net effect of their Academy experiences
and their comparative isolation from society, some graduates have
become accustomed to harsh and insensitive patterns of leadership. The
Military and Professjonal Development Chapter addresses this leadership
problem.

The third relative weakness which was identified in the survey of
commanders also has roots in the Academy experience. Shortcomings in
dealing with issues for which there ave no clear "right" answers resulr
from the cadets having too few opportunities to study and solve problems
characterized by ambiguity rather than certainty. Decision making in
combat deals most often in uncertainty. The most successful wartime
leaders have been trained to sort meager, often conflicting data, to
develop a workable solution when none is perfect, and then to execute
the plan well. The survey responses from the field appear tc be saying
that the curriculum does not adequately prepare cadets for such situa-
tiona,

The 1976 honor investigations and the Borman Commission's report un-
derscored the inadejuacy of imstruction in ethics. A semester course in
philosophy taught in the First Class year constitutes the sole formal
classroom approach to the presentation of ethical systems in the core
curriculum. Although this course has heen part of the core curriculum
for eight years, it has never been taught by instructors trained in
philoscphy. Rather, the instruction is given by faculty members whose
graduate schooling is in literature. Our sampling of the clasges of 1977
and 1978 suggests that a substantial number of cadets respond negatively
to thiz course. Moreover, placing this course in the last year misses
the opportunity for au earlier introduction to the philoasophical basis
for professional ethics,

The Study Group observed another problem in the placing of courses
in the curriculum, Mathematics and an engineering fundamentals
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course dominate Fourth Class year. They comprise 30 percent of the sched-
ule and place an unbalanced lcad on entering cadets whose preparation

for such concentrated study of mathematics varies widely. New cadets

who are weak in mathematics are at a significant disadvantage. Cadets
whose interests and talents lle outside the natural and appiled sciences
meat postpone study of their preferred subjects.

Having discussed the dimensions and content of the curriculum, we
now address the question of options for specialization within a program
aimed primarily at general studfes. In contrast to the pattern of col-
leges Offering "majors," the Academy has few advanced level required or
elective courses. With a core of general studies taking up 42 of the 48
courses in the curriculum, the vemaining 6 courses, predominately located
in the First Class year, are too few to permit study beyond the inter-
mediate college level for most cadets. The Study Group found, in addi-
tion, that the undemanding popular electives offered do not provide
rigorous advanced work. Given the heavy workload of required courses,
many cadets shy away from electives promising even more work. The
Study Group believes that some cadets would benefit greatly from a
better structuring of elective fields of concentration. As matters now
stand, we believe few cadets experlence the intellectual satisfaction
that comes from achieving a real sense of mastery over a parcel of
knowledge.

Too often, Academy administrative prncedures seem to give little en -
couragement to effective planning of programs of study. By and large,
cadets may choose electives free of any restraints. Good academic ai-
vice can discourage dilletantism, but it is not always availlable to
cadets. Selection of elective courses and a field of concentration nor-
mally does not occur until Second Class year. Four of the six electives
.are available only in First Class year, a fact which minimizes the pou-
sibility of electing sequential or building block courses. Finally we
note that attempts by cadets to schedule a rigorous First Class yeax
obviously conflict in many ways with the heavy demands of leadership
positions in the cadet chain of command.

Interviews with 150 cadets and questionnaires administered by the
Study Group indicate significant cadet pressure for more academi: sgpe-
cialization. While some cadets favor the current ratlo between core
courseg and eiectives, twice as many indicate a desire for greater
concentration.

In summary, the research of the Study Group including the advice of
nembers of the military, the input of field commanders, the sampling
of cadets and graduates by Interview and questionnaire, and civilian
consulitants has shown several areas for potential improvement of the
curriculum.
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Authorities at the Military Academy have not been unmindful of the
need for self-examination and curriculum reform. In the past twenty
years, several studies of the curriculum have been made, both by internal
and external groups. As a result, the curriculum has evolwved deliber-
ately and carefully but, in the minds of some observers, too alowly.
The latest analysis was made by a curricular study group appointed in
January 1976 and charged with conducting a comprehensive study of the
academic program and cucriculum and recommending “"modifications and
changes considered necessary to strengthen and improve the quality and
appropriateness of the program and curriculum withic the continuum of
the United States Regular Army officer."

The Academy's Curricular Study Group identified many of the problem
aress which have been examined by our Study Group. The Academy's so~
called Initiative No. 3 addressed these problem areas but simply did
not go far enough in our judgment.

2. Suggestions for curricula change. The central idea of the cir-
riculum has been ite emphasis on & broad general education intended to
provide & sound foundation for the wide range of experiences encountered
by the professional Army officer. Since the precise future needs of the
service can never be completely defined, the curriculum has been designed
to provide an academic base which would support a variety of future re-
quirements. The education stresses the basic and applied sciences, the
huoanities, and the social sciences. The Study Group recommends no
change in this basic approach. The steps necessary for improvement are
those which reduce its size, increase the number of electives taken and
provide more structure in elective fields.

Of the 15 curriculum proposals considered by the Study Group, the
vast majority favored a structured general education approach centering
on a broadly based core curriculum. Typically, these proposals con-—
tained roughly thirty courses out of a total academic program of roughly
40 courses and ranged from a low of 26 required courses to a high of 34.
The majority retaincd an introduction to engineering and technology in
the core curriculum. The consensvs that emergrd is outlined below.

The Core curriculum must provide early grounding in written and
oral communication and in logic. Throughout the four years, cadet writ-
ing should be evaluated in every course not only for content but also for
form. This effort calls for establishing an integrating agency, cros-
sing departmental lines, setting direction, monitoring progress, and
coordinating all activities that bear on the capability of cadets to
write and speak effectively. Moreover, the frequency of short (3--5
pages) writing requirements should be increased in the core courses,
including courses in science and engineering.
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-~ The academic experience should establish the theoretical founda-
tions of the future Army officer's ability to direct the efforts of
people. Needed iustruction in the behavioral sciences and military
leadership should be coordinated with those summer military training ex-
periences which constitute direct applications of the theoretical
material,

- The core curriculum should include a progressive sequence in mathe~-
matics of roughly four semesters which covers differeatial and integral
calculus, differential equations, statistics, and probability. This se~
guence should begin in the first semester of Fourth Class year to eansure
the appropriate foundation for course work in the natural and applied
scicnces, economics and other social sciences, and behavioral science.

~ There should be. sufficlent study of the physical and natural
sciences to establish understanding of the physical world, scilentific
thinking, and experimental methods. This study should include a physics
sequence leading to a semester of electrenics and an introduction to
chemistry or modern physfcs. At least one major experimental laboratory
project should be mandatory. The applied science sequence should be
oriented toward decision making and should provide experience in and
technical knowledge of problems which do not have unique solutions. The
firat course in the engineering sequence, preferably taught during Fourth
Class year, should be an engineering fundamentals course focusing on en-
glneering methods and an introduction to the use of the computer. The
course in engineering gvraphics should be dropped. Approximately 12 or
13 courses should make up the four-year sequence in mathematics, science,
and engineering.

- In the area of the humanities and the social sciences, we consid-
ered proposals covering a wide range of specific course designs. The
Study Group recommends sequences in rhetoric and literature, military
and modern history, economics, government, interrnational relations, and
law with roughly eight to ten courses in these subjects.

-~ We believe that fewer than four terms of a foreign language is un-
productive and therefore unwise. We note that language skillas decay
rapldly but also that about one fifth of the cadets take at least one
elective beyond the required sequence. Most cadets completing the core
sequence achieve 2 "level 2" capability on the Defense Languags Profi-
ciency Test, which, incidentally, should be reinstituted in all language
courses.

-~ The Study Group concledes that the current language program with
ics strong and successful elective offerings is sound, Most cadets
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should study foreign languages in the core curriculum; every effort
should be made to enfure that cadets study a language in which thay
have some experience; aand no cadet should be required tec take Rus-
sion, Chinese, Portuguese, or Arabic unless that language is his

or her first choice. We also commend language validation procedures
and accelerated programs.

- A sound philosophical basis for ethical standards should be pro-
vided. The wminimum required courses should include philosophy and ethics,
general psychology, constitutional and military law, leadership, and a
seminar in American Institutions. Philosophy instruction should occur
early in the core curriculum, but appropriate faculty will have to be
found. Supporting electives should be availabla. The work of the Aca~-
demy's Committee on Instruction in Ethice and Professionalism should be
expanded in scope and expert advice obtained on approaches tc education
in this difficult area. Ethical issues of interest to Army officers
and cadets should be discussed wherever appropriate throughout the cur-
riculum and should be emphasized in summer training. The entire staff
and faculty must be alert to their roles in shaping the behavior of the
cadets. They would also benefit from active participation in colloquia
and symposia on this subject. The Study Group recognizes that the en-
tire program cannot be instituted immediately. Competent instructors
are essential, and a premature effort could do more harm than good.

- If the higher figures for the number of core courses required in
each area &s discussed above were used, the total would excead 30 and
the number of electives would fall below 10 for a curriculum of 40
courses. The Study Group recommends a structured elective program which
permits cadets to develop depth in their chosen areas of interest. Such
a program would follow a carefully designed sequence that builds upon core
courses and progresses to a senior level of content. Core courses
should be presented in different versions for conceatrators in differ-
ent fields. Eight electives are required for concentration in an inter-
disciplinary areas, but 10 would be preferable. The desire for breadth
in the core curriculum must be welighed against the need for adequate
specialization in the elective program. The Study Group hoped to recom—-
mend no more than 30 core courses, but the 32 suggested below still per—
mit an acceptable elective program.

~ The Study Group has not addressed the issue of the mcst approprieta
number of tracking alternativee in great depth. However, in a curriculum
structured on a board-based core there should be some freadom in select-
ing areas of concentration and sub-specialties. We do not recommend the
option of general studies with its unrestricted elective choice. Such a
program docs not meet the objertive of ensuring specialization for all
cadets.
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Each sequence of courses was developed separately by asking the
question—what knowledge is needed to achieve understanding of the main
concepts of a discipline? This curriculum necessitated several compro-
mises, one of which was accepting 32 core courases. The Study Group
offers it as a model which synthesizes the needs of the Army, the cur-
rent generation of cadets, and the principles of a sound education.
This suggestion includes 12 courses in math/sclence/engineering (37.5
percent), 12 coursea in the social and behavioral sciences (37.5 per-
cent), and eight in the humanities (25 percent) for a total of 32 core

courses,

Certain design ideas deserve mention. The two human dynamics courses,
psychology and leadership, are placed in Fourth and Second Class years
respectively, to take advantage of the proposed summer military training
(Drill Cadet and Cadet Troop Leader Training and upper class duties) that
would follow. The American Institutions course should be the culmination
of the ethics, human dynamics, and leadership sequence, The engineering
sequence proposed above departs considerably from previous practice. Not
all cadets concentrate in an engineering field, but all must learn the
engineering approach to problem solving and analysis. Cadets would be
required to select one of the several sequences-—perhaps systems, electronic, |
mechanical, or civil—and to follow one of these from theory to practical ’
application. An imvortant consideration of this curricuium model is the
placement of an electlve in the Third Class year., This construction has
several advantages. It introduces choice earlier in the program. It
permits an earlier start on concentration and provides five semesters to
structure it, rather than four. Alternatively, it permits cadets in
academic difficulty to schedule a remedifal course during term time as well
as in the summer so that disruptions of course sequences can be repaired
without major delay.

Our proposal presupposes an eight-course elective sequence in general
areas of concentration-~basic science and mathematics, applied science
and engineering, the social and behavioral sciences, or the humanities--
selected at mid-point of the Third Class year with the guidance of a
trained advisor. Two graphic examples of concentration tracks--in-
tended only for fllustratfon--appear at pages 94-95. While our model
shows eight electives as the desired level of individual choice, the
reduction of the overall program to 40 courses offers considerably
greater flexibility for capable cadets to go beycnd the minimum gradua-~
tion requirement by overloading. A maximum cverload of one additional
course per semester would double elective opucions. A variant of our
model 138 also werthy of consfderatton. It would replace the fixed
scheduling of courses over the four years with a variable and flexible
sequence for perhaps half of the core program. The mathematics and
writing sequences should remain firm since they are essential to later
work. The basic science sequence should also begin in the Fourth Class

75




BT TP TR WTI T E IR TEL "W ST T AR TR TR L TTONE B Al

Rt

L T TS T Y o [ i

year. Foreign language instruction, on the other hand, could be sched~
uled flexibly. Cadets with strong aptitude and interest in language
and who desire to progress through electives could begin their study
early. Cadets with other educational preferences or who visualize the
possibility of an overseas agsigmnment soon after graduation might want
to complete the requirement in the two upperclass years. Similer con-

siderations obtain in scheduling the applied science/engineering sequence.

The scheduling problems are obvious. In addition, more flexibility
calls for more information on which to base choices and more advice by
experienced faculty. We believe, however, tuat this can be dJone.

One alternative curriculum which received serious attention was de-~
signed using a system engineering approach. It included several sugges-
tions for multi-course sequences. Certain of its design prirciples
deserve serious future consideration. One sequence of coursus was par-—
ticularly relevant to a military career. It was composed of courses in
numerical techniques and modeling to inciude operational analysis and
simulations of small and large unit actions. We recommend that the
Academy develop such a sequence as an elective choice on a test basis and
tha: such innovations in military education be evaluated in future cur-
riculum planning efforts,

We believe that the model curriculum, of all the proposals considered,
wost nearly reaches the objectives defined. We offer it with the inten-
tion of belng suggestive rather than prescriptive. The variety of coor-~
dination and scheduling considerations invelved in such change were not
addressed. Course titles do not imply equal time allotme. ts or emphasis,
Mathewmatics courses, for example, might have added problem-solving ses-
sicns. Only the Academy 1s 1u a position to deteraine .he detailed form
of such a curriculum.

D. Library

The Academy's library is an attractive facility well situated at the
center of the cawpus. In general, the library Is a place conducive to
study and work. The staff is well qualified and has a strong desire to
serve the Academy.

The concern of the Study Group is that the library is not being used
as well as it might by faculty or students. If one accepts the premise
that cadet use of the library is proportional to that of the faculty,
then "t is important to increase faculty use of and interest in the 1i~
brary. Faculty use of the main librarv 1s hindered by the departmental
libiaries because their availability discourages instructors froe. becom-
ing famiiiar with the more comprehensive main library hoidings. On the
other hand, these decentralized collections make sense because they
are immediately availlable to imstructors and reduce congestion in the
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main library. Faculty use of the main library may be incrementally re-
.aced by the practice in some departments of issuing inastructors small
collections of books to support their instruction. This practlce also
discourages instructor interest in the main library.

Cadets' use of the library is similarly less than optimal. Their
use varies from almost vone at all during many periods to tremendous peak
loading imuediately before major papers are due in core cou.ses. The
lack of a long-term loan policy may contribute to the congestion during
peak periods. A related difficulty ls that lar;= numbers cf cadets fre-
quently all have the same assignment at the same “imo. Better coordi-
nated scheduling and more diversified readiug and writing assignmnents
would help to ease this situation.

Formal faculty invelvement in the running of the library occrrs
through the mechanisms of the Academic Board, the Library Comm: .., and
departmental representatives. The Academic Board becomes involved in
major questions of policy, but the Librarian does not sit on this Boar~
The assignment. of a library officer within each department as is cur-
rently the prictice facilitates fiscal control ard monitoring of the
collection, but the program would be strengthened if the library desig-
nated a staff member for liaison with each department. The library
assistants so designated might atternd departmental meetings and other-
wise attain greater involvement with the departments served.

Finally, the library does not have a comprehensive plan to ensure
that a decade lhence it will be the kind of library that will best serve
the Academy. The impact of technology on libraries is increasingly
great, and unless plans are made to capitalize on these tvends, the
Academy will be left behind.

E. Faculty

fhe faculty authorized for the United States Military Academy in

Academic Year 1976-77 comsists of 540 US officers, three toreign offi-
cers, six uaiformed civil service teachers, one fcreign service officer,
and two visiting professors. The U5 oflicers fall into three categouries.
Twenty hola the statutory rank of Professor as Presidential appointees;
they can, with the approval of the Secretary cof the Army, remain until
age 64. Thircy-five serve as assoclate professors and have tenure until
thirty years service. The remainder are instructors serving three- or
four-year teaching tours.

The Study Group unequivocrily supports the practice of drawing the
bulk of the West Point faculty from the commiggioned ranks. The dedica-

77

g
F

S e e S it

e e <

et b etk T




tion, enthusiasm, and maturity of these officers comprise an irreplace~

able component of the West Peint experience. The faculty has tradition-

ally r~ceived high marks from obse.vers such as the Kappel Board in 19/2,
vigiting civilian professors, the General Accounting (Qffice, the Middle
States Accreditation Committee, eand numerocus Boavrds cf Visitors., While
concurring in those complimentary views, the Study Group recognizes some
areas of possible improvement,

The very composition of West Point's faculty imposes certain limits
upon tlie depth of academic background the instructors bring to the class-
room., wWhile this limitatioa constitutes pari of the price paid to con~
tinue the valuable policy of ataffing rhe faculty with commissioned
officers, the Study Group believes that some internal and external alter-
ations will measurably increase the academic expertise availaile to the
cadets,

Currently, administrative duties nverburden the professors and hinder
them from effectiveiv dischavging other responsibilities, True, the sen-
ior prcfessors must provide imnstituticnal governance and manage the
Academy's academic affairs. But chey also bear, to & large extent, the
responsibility for the instictution's academic stature. They sghould,
tioerefcre, engage in research aad scholarly activities., Additionally,
they should remain cucrent in knowledge of the Army and maintain contaccs
both with cadets and faculty thrcugh teaching courses, elective and core,

kv mang~iv ., thel~r vegpective departments., To do these tasks well

' 3 a juuicious balancing of priorities. Preseatly, the professors
deve. . the largest portior of . '« time to justitvtional governance and

administrative management and thuy df*ﬁ.ish the value of their experience

and baclground in othexr areas. The nei:s oFf departments, for instance,

each sit on en average of 10 committees. wuring tle ac.demiz portion of
1975 two of these committees upon which every uead of dupartment =its
met 35 times, and during the academic portion of 1976 tuey met 58 times.

The Study Group believes that the amount and type of certain adminis-
trative details which occupy the time of the prefeasors are improper and

may, in many cases, be more profitably deiegated. The Academic Board, fou

example, frequently considers hundreds of individial cases of aduission
and deficiency., While some few cases undoubtedly warrant the attention
of the Academic Board, most probably can be handled by a subordinate
agency. In the April 1977 Tustitutional Functioning Inventsory adminis-
cered to the West Point Faculty, 61 percent of those responding indicated
thet the non~tenured faculty should share more of the administrative du-
tics. The Study Group fully supports the stens being caken hy the hAca-
demy tc shift some of the sdrinistrative duties from proiegsors to cther
members of the faculty. A furcther discussion of the admini~trative du-
ties appeavs in the governance chapter of this report.
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A second point concerns the issue of change. The Study Group con-
cludes that the professors occasionally delay unnecessarily changes with-
in the departments and the Academy. We fully recoguize the benefits of
the stability provided by the professors. We also realize revolutionary
institutional change is frequently undesirable and evolutionary change
is usually healthy. But changes within the current structure of the
Academy have been too deliberate in the recent past, Dcpartmental reor-
ganizations, for example, have frequently awaited a specific retirement,
Curriculum revisions have been apprcoved only after exceptionally long
perinds of consideration,.

The Study Group recommends that the Academy consider rotating the
position of depaurtment head of academic departments among the tenured
faculty in each department at four- to seven-yecar intervals., We de¢ not
view a hierarchical system of management as necessary in an academic de-
partment. The Academy does have a large number of three-year instruc-
tors, a situation which suggests more coatrol by the tenured faculty
than wouid be required in a civilian institution; but this control could
be exercised by the tenured faculty of a department as a group rather
than by one departmert head at tha top. Professore should continue to
exercise guidance concerning course content and pedagogical technigqucs
within their respective departments, drawing on their experience and
knowledge. By ailowing a different officer to assume the duties of
department head approximately every five yesrs, fresh ideas would be irn-
troduced into the governance structures of the departments and the Aca-
demy. Changing department heads would rlso result in a sharing ¢f admin-
istrotive duties and woulcd ailow greater attention to be placed on scho-
lastic matters. thus improving academic ex-~ellence across the institution,

Unlike the profesaors, the associate pucfessors have too small a
share of the institutional governance and academic management. The Asso-
ciate Professors Council as auch has no vote in curricurum and governance
issues nor do the asscciates os individuals. The Study Group believes
that granting the asscciate professors a larger role will have the twin
benefits of bringing a wider perapective to academic and institutional
questions and Jlightening the lcad borne by the professcors. Scme of the
administrative duties currently discharged by the associlatc profassors
should be passed on 1o members of the non-tenured faculty.

The selection process for tenured faculty must incorporate an im-
proved system of checks and balances. A possible method would iaclude
an internal screening committee to review prospecti- . .i:i{datee npar-
rowing the field. Following the sireening comw’” .5 Loaec:
tion, the vitae of the candidates should be further eviewed by - com~-
mittee consisting of all full professors and, separai.ly, by che bean.
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The three agencies (the Dean, screening committe, and full professor
committee) would then rank the three candidates, any two votes for one
candidate outweighing the third., When at least a two-vote consensus is
reached, the name of the selected candidate would be then forwarded to
the Superintendent. 1In addition to the internal screening by the three
agencies described above, an ad hoc visiting committee of the Superi:~
tendent's Advisory Committee recomnended in the governance chapter of
this report should also sit as a review agency prior to any final de-
cision on a caadidate by the Superintendent.

In the judgment of the Study Group, the Academy's non-tenured in-
structors possess adequate qualifications but would benefit from in-
creased study. The typical instructor arrives with a master's degree
earned in a two-year program. Occasionally, an instructor has a PhD,
but such cfficers are rare. The Study Group recommends allowing some
cfficers to continue their studies to Ehe dissertation phase of the
doctoral program. Approving a limited number of four-year tours would
provide still another means of increasing faculty expertise. Department
of the Army must ensure that the Military Personnel Center understands .
the value of such extensions and takes all reasonable steps necessary to
allow approval of the extension without damaging the officer's career.

A second tactic is vepetirive acvsignments for gocd instructors whe
hive also had an intervening tour using theilr graduate degree. Such
individuals would have the additicnal benefit cf being able to relate
their specific discipline to the Army. The Study Group recommends that
the Military Personnel Center, Department of Army, Materiel Development
and Readiness Command, and the Academy establish a program for laboratoury
managers or project managers to serve alternating and multiple tours in
Materiel Development and Readliness Command and at West Point. A similar
program should be established for officers in the Forefgn Area Officer
program whose education and experlence qualify them as instructors.
Third, the Academy should consider granting a limited number of excep-
tional junior instructors a form of limited tenure, allowing them to
remain at West Point until their twentieth year of service. Only a few
such appointments should be made in any department. Depend{ng upon
the amount of time remaining in the service at the time tenure is granted,
they might return to graduate school either full or part time. Finally,
the Academy must ensure that its instructors attend only first-rate
schools. Only by euch attendance can the Academy guarantee that its
prospective iInstructors .vill derive maximum benefi* from their graduate
schooling. The Study Group supports the Academy in opposing the policy
of assigning an officer as an instructor solely on the strength of
holding a master’'s degree in a particular diecipline. Such officers
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may not be the best qualified, and their degree may be from an undis-
tinguished or inappropriate school. Also a period of years may have
elapsed between the graduate study and the teaching tour. Individual
qualification and teaching potential should determine instructor agsign-
ments, not merely the possession of an advanced degree.

Tne Study Group notes that in a few cases once instructers do ar-
rive at the Academy, they do not teach courses for which they were edu-
cated. This situation sometimes occurs because not all courses can be
offered simultanecusly. 1In other cases, instructors regularly find them~
selves teaching courses for which they are not properly prepared. The
Office of Military Leadership has suffered from an insufficient number
of instructors qualified in psychology. In the English department the
vast majority of the instructcrs do their graduate work in literature,
yet the department's curriculum also embraces the disciplines of philoso-
phy and rhetoric. The Study Group belfeves that the department would
significantly benefit by schooling an appropriate number of its instruc-~
tors in these disciplines, As another method of increasing faculty
quality, the Study Group recommends an expansion of the visiting profes-
sor program until the total civilian representation is about 5 percent
of the faculty. In view of the recent addition of women to the Corps,
we recommend this program be ured ac a source fnr the early additiom of
women to the faculty. Assignment of visiting professors should be based
on the need of the discipline rather than equity in all Zepartments.
Fnglish, history, and chemistry skjlls, for example, are difficult to
find in the active Army. Likewise, seme cubjects require greater exper-
ience than others to handle successfully. It is impovtant rthat the Aca-
demy offer visiting professors appointments in zrade levels commensurate
with those held in their civiiilan ingticutions. Finally, the Academy
and the Department of the Army should establish one- to two-vear appoint-
ments for ocutstanding Army and Tefense Department Career Civilians working,
for example, in Department cf the Army Materiel Vevelcpment and Readiness
Command laboratories.

The Study Group hes noted certsin instructor atritudes which, if
modif ied, wuld yield considerable pedagogical dividends. One attitude,
addressed in greater detail elsewhere In the report, invelves the uasup-
portive attitude held by some members of acalemic departments %oward the
nmembers of the Department of Tactics. To a large degree the members of
the Department of Tactics reciprocate, and the sltuation results iu many
cadets divorcing academic achievement from professional success ana piay-
ing one group againat the other, blaming academic deficiencies on the
military system, and attributing leadership failures sud disciplinary
problems to the acadenic load. The Academy should considexr selecting
one permanent associate professor per year to serve as a regimental
tactical officer which would help alleviate this problem. Also, about six
olficers per yeur should be selected to merve split four-year tours, two
as a tactical officer and two as an instru.tor or vice versa.
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A gsecond attitude of concern to the Study Group appears in the belief
among Instructors and assistant professors that their tour at West Point
does not enhance their careers. Not only does this perception affect
the motivation of instructors, but, should it become widespread, soon the
best officers would avoid tours at the Academy. A puzzling aspect of
this problem is that the facts of promotion rates and school and command
selection show clearly that such tours are career enhancing. Military
Personnel Center and the Academy must do a better job of bringing such
Information tu the attention of past, present, and prespective instruc-
tors. Assigmment officers must know the facts as should the officers
stationed at West Point and the Officer Corps in general. Academy
assignments should be integrated with career specialities. The timing
of assignment to the Academy must be carefully planned as must the
nature of the tour immediately after leaving West Point. The various
departments must encourage their officers to take advantage of
opportunities which will help develop their overall careers. Appropriate
instruction and information should be provided to boards involved in
personnel decisions.

It is desirable for the junior faculty to feel free to seek advice
from others with deeper understanding and broader experience. Theoreti-
cally, the associate professors and professors fulfill this role. 1In
practice, however, some instructors indicated in interviews that they do
not feel the permanent faculty is accessible to them. Regardless of the
degree to which the faculty sees itself as accessible to the junior
faculty, if the instructors do not sense such an openness, little
communication will take place. New effort is required. We see a role
for an organizational effectiveness expert here.

Finally, the Study Group applauds the progress made towards a more
representative balance of ingtructors between Academy graduates and
graduates from other institutions but feels that more progress ls called
for in this area. Graduates of the Academy presently make up
approximately 60 percent of the faculty assigned for three-year teaching
tours, a sharp reduction from the 70 percent common before AY 74-75.
Although academic departments attempt to add officers whose undergraduate
degrees are from colleges other than West Point, the Academy does not
have a faculty with as great an undergraduate diversity as could and
should be obtained. The Military Personnel Center must assist iIn this

effort,

F. Pedagogy

The positive agpects of the Theyer System have been praised over the
years, The system demands regular preparation and acguetoms cadets to
working under stress by requiring them to think on their feet and to
express themselves before peers and instructors. It teaches them to

82



T YT TR T e

establish priorities and meet deadlines. Small sections facilitate
interactioa among instructors and cadats. Sectioning by ability

permits the imtroduction of advanced material in the upper secitions and
concentration on fundamentals in the lower sections, thereby adjusting
the learning experience to the ability of the group. The 3.0 daily
grading scheme has some features of a criterion-referenced system in
that the instructor determines whether the cadet has mastered the lesson
for that day and declares him proficient or deficient. The system thus
rewards succesas and punishes failure regulariy.

The challenge the Academy faces i1s to retain the desirable features
of the Thayer heritage while implementing progressive change. The Study
Group nbserved many outstanding classes in the course of its work. With
the aim of achieving an even better educational program, the comments
that follow pcint to the problems that we found.

The Study Group identified five general areas for improvement. Two
of these--cadet writing ability and facility in the use of wmathematics--
pertain to cadet performance. The other three--academic professional-
ism, curricular coherence, and instructional methods—-related to insti-
tutional practices.

Meost senlor field commanders surveyed by the Study Group declare thst
graduates are woefully poor writers. West Point graduates do neot stand
alone. Poor writing is a national malaise, ard officers from other col-
leges suffer equally. But there are steps the Academy can take to im-
prove writing skills. Contributing to the deficiency at the Academy are
disagreements about the purpose of cadet writing, inconsistent standards
for content and stvle, a lack of cootrdination of written requirements,
and most importantly, a lack of frequent, short, thoroughly evaluated
written work. .

The question of purpose 18 complicated. The English Department
teaches argumentative writing--a logical defense of a restricted thesis.
Other departments prefer a narrative or expository style which may or
may nct support a specific thesis. Cf course, no single approach to
writing is 'right" or "wrong," but cadets become confused when depart-
ments seem to be at loggerheads. Most departments do not grade cadet
writing on grammar, spelling, diction, or style; they concentrate on
content. Yet every faculty member knows that writing improves only
through critical evaluation cf both form and content. The Academy shculd
establish an interdepartmental committee on writing to address these
problems and to coordinate a program of progressive instruction in
writing throughout the four years. Without coordination, there has beex
inconsistency in standards, form, evaluation, and frequency of work. The
Study Group recognizes the complexity of this problem and reelizes that
a new committee will not solve it easily. But g start ghould be made.
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Similar deficiencies exilat with respect to mathematics. Again, no
interdepartmencal committee bears responsibility for assessing cadet per~
formance and coordinatimg the teaching of mathematics or its application
in other coursas. The Report of the Military Applications Committee
Correlation Study, 137576, our interviews with instructors, and our
personal cbgervations all lead to the conclusion that many cadets in the
middle and lower sections have significant difficulty with matheratics.
Their situation results from deficiencies in thelr preparation at en-
trance, thelir poor attitudes toward studiepn, deffciencies in Acedery
instruction, and perhaps most important, ineffective reiaforcement in
other disciplines. The Study Group concludes that the Academy should
mount vigorcus efforts toward improving mathematical skills among cadets.
In addition, we wish to call attention to three major areas of institu-
tional practices which need strengthening.

The Study Group finds that academic professionalium throughout the
Academy faculty and starf requires resmphasis. Every cons:ltant who
visited classes repnrted isolated casec of instructional error or laxity
which amount to little in a single case but cumulatively have the ecfect
of vitlating the academic experience ard in some cases leading to funda-
mental misunderstandings. For example, they saw instructers who made
errors in grammar and in mathemarical calculations. It hardly needs to
be said that carelessness and Inaccuracy can be learned more easily than
the habits of scrupulousness and precision. The faculty whould tuke
palas cto set the right example.

A discussion of cadet attitudes :oward studies appears alsewhere,
but we mention the subject liere because pedagogy influences these atti-
wedes. In any particular course, its demonstrated relevance to clhher
courses and to the Army will greatly affect the interest acd enthusiasm
of cadets. 1In general, instructors do not clearly relate their courses
to wor's the cadets are doing in other courses. Nor are cadets regularly
held accountable for material previously preseated or required to use
techniques and skills learned earlier. The lack of such linkeges and
sequences frustrates the desire of most cadets to understand the wavs in
which knowledge is unified.

Enguneering courses taught at the upper level needlessly devote sub-
stantial review time to materisl ~horoughly covered in sarlier calculus
conrses, The thermodynamics course emphasizes such rarrow areas as use
of steam tabler but omits importart linkages with earlier courses on sta~
tistics and probability. The computer science course stresses Fortran
programning without placing sufiicient emphasis on a broad range of
other computer applications which would be ugeful later in the curricu-
lum ant in an Aruy career heavily dependent upon the use of computers.
The core economice course makes little use of calculua and statistics,
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It would be possible to coordinate instruction in the core curriculum

80 that cadet3 would learn a particular technique or principle then
promptly use it in relsted disciplines. The Study Group recognizes the
dirficulties assoclated with structuring courses in this way, but we
note that few institutions would even have the Academy's administrative
capacity to mansge the coordination. The Academy cculd do it and should,
we belleve, to enhance the motivation ¢f cadets.

Cadets are especially interested in the relevence of their Academy
education to their future careers as vregular Army officers. Accordingly,
cadets should learn why and how as military professionals they will use
their understanding of the physical world as well as their knowledge of
culture, politics, economics, history, and human behavior. The relevance
of the academic program to a military career needs greater emphasis.

Another institutional practice in need c¢f change 1s the excessively
firm adherance in core courses to the standardized outlines and proce-
dures which are given to new inestructors. Frequent quizzes or recita-
tions, standard written exams, the requirement to rank all students in
each course, and the rotation of instructors--all tend toward homogenized
teaching. These procedures properly support new instructors, but they
also hinder innovation and insulate courses from the fresh ideas brought
by facuity membars who have recently come from graduate study. As we
discuss elsewhere, we also believe that the importance of the General
Order of Merit has also contributed in some departments to excessive and
umecessary standardization. We urge maintaining halance between support
for new instructors and a reasonable degree of innovation and individual

style.

In other sections of this report we discuss what has been called the
fragmentation of the educational experience at West Point, the feeling of
cadets that the system never stops pulling them apart, never ceases mak-
ing demands, never allows them periods of reflection and comsolidationm. |
Some of this fragmentation stems from the pedagogy, S0 we comment on the |
subject here, loocking at three factors: grading, pericd length, and
assignments.

Overly frequent grading contributes to fragmentation by a-tificially
dividing course material intc amsll segments for evaluation. No depart-
ment any longer practices daily recitation and grading, but some cowe
close, grading two of every three lessons. This practice often smpha~
eizes drill st the expense of understanding. Cadets may find themselves
proticient in certain lesson-sized bits of knowledge or problew solving
but unable to relate them to larger generalizations or more fundamental
principles. Prequent grading entices some of the less adept students
into destructive gumesmanship; they search constaprtly fo. the miniwum
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amount of factual material that must be memorized to suffice for that
day--in cedet jargon, "the pcop.” This approach will succeed when
examinatious focus on small segments ard do not require cadets to synthe-
size. Cadets themselves disiike such frequent grading and would prefer

fewer evaluations.

Period length can also contribute to fragmentation. The 80-minute

period as it 1s used in mathematics permits, some say encourgges, the

continual use of 20 to 30 minutes per day for evaluated board work. This

iimited time often produces little conceptual understanding and is usu- ;

ally inadequate for treating difficult problems. Current policiee 1lim- f

iting the time & given department can require for homework restrict the ;

complexity of problems that can be assigned and lead to greater stress f

on class drill. Reliance on daily board work for evaluation means that [

exchanges between instructors and the cadets are brief, public, and oral. ;

They have no written work to review later. E
i
|
1

Scheduling of laboratories in blocks no longer than two hours also
adds to the fragmentaticn. This brief time means that many labs take a
"cookbook" apprcach, one that compares unfavorably with better civilian
colleges. Existing procedures also inhibit the development of project- i
based labs. In these the nature of projects selected by cadets deter- f
mines the number of four-hour labs devoted to them. The Study Group does
not suggest that all labs take the project approach, but we recommend :
that each cadet take at least one such lab in some subject.

Another concern related to the adverse effects of overly frequent
grading and ill-designed periods is the fragmentation of assignments i
which occurs in many courses. Judicious use cf excerpts often provides
a beneficlal method to present central concepts or examples of larger
works, but novels and plays rarely submit to such abridgement. Full
works of literature should be assigned whenever possible, and courses
should be structured to permit some class discussions of entire works,
rot merely one day's reading assignments.

One of the main imstructional settings in use at the Academy ig the
small section, a situation with potentially great benefits. The Study
Group, however, notes some problema. There is a tendency to overwork
the small section method. Lectures are used rarely and tend to be large
evening lectures of uneven quality. When the cadets attend lectures,
generally they are inattentive and do not take notes since they do not
believe that they will be tested on material presented in that way. We
note that while many sections operate effectively, some do not. Sometimes
the instructor lacks knowledge of the subject or does not understand how
to lead a small group; sometimes the students have not studied the mater-
ial or they lack skill in discuasiomn.
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West Point instructors work hard to compensate for their inexperience
as faculty members by intensive preparation, enthusiasm, dedication, and
efforts to relate course material to Army applications. Naturally, cadet
questions may exceed an instructor's background, particularly when he
teaches outside his immediate fileld. Continuing education of the junior
faculty should help to solve this particular problem. Any such program
should include the development of skills in discussion leadership. But
group discussions may fail for lack of cadet preparation too. As dis-
cussed elsewhere, many cadets believe that grades of "A" are almost un-~
attainable, so some resign themselves to working only enough to achieve
a minimum passing grade--2.,0. Thus, discussion, which flourishes only
with Iinformed participation by all parties, flounders. Improvement might
follow from assigning different readings to cadets in the same section.
Knowing that they depend upon each other for information might spur
cadets tu more effective reading, listening, and speaking.

The final difficulty of teaching cadets by group discussion is that
they have little preparation in critical thinking. A logic course would
teach cadets the principles of evidence and the relatinn between evi-
dence and conclusions; it would lead to more rigorous discussions. While
a full semester course in logic may not be appropriate, instruction
should be included in the curriculum and should be coordinated among de-
partments that require argumentative discourse.

The audio-visual facilitles at the Academy are unrivaled by most
civilian colleges. Several of our civilian consultants commented en-
viously on the quantity of available support, and most departments make
good use of the facilities. More, however, could and should be done.
Television, the preferred medium for displaying images, and the computer,
the best device for manipulating data, should be joined imaginatively to
exploit the strengths of each. The Study Group was disappointed to ob-
serve lackluster use of the blackboard. Perhaps because of the military
instruction tradition that discourages in-class writing on the black-
board, many instructors use the blackboard ineffectively. This defi-
clency considered alonme would hardly merit more than paesing comment in
our report. But it is ancther example showing the need for an instruc-
tional development program at the Academy. Many teachirng skills and
techniques need polishing: lecturing, leading discussions, evaluating
papers, employing audfo-visual equipment, and using the blackboard. Es-
pecially because the majority of the Academy faculty is inexperienced in
the college classroom (approximately one-third are fresh from graduate
g :hool each year), we would expect conaidersable improvement in teaching
as a result of such a program.

The Study Group 1s concerned about the apparent hesitation of the
Academy to experiwent with new imsctructicnal technigues. 1In general new
ideas have not been tested on a segment of the Corps to determine the
advantages of various learning strategies. It is neither necessary nor
desirable to try and idea on the entire Corps of Cadets. The Study Group
suggests that the Academy cocsider the following techniques.
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- Individually paced, mastery~based instruction. This approach is
used at Purdue University and Okiahoma State University, institutions
vwhich do ncet enjoy the favorable instructor-student ratio of West Point.
It appears to be particularly compatible with small sections. While
there have been scme experimemts with this technique, there has been
no major effort to determine its potential for West Point.

- Computer-assisted iInstruction. Gaming and simulation would enhance
cadets' understanding of the tools available to agsist in making deci-
sions in the face of uncertainty. The Academy has the capability for
computer analysis of variance and regression, but neither subject appears
in the core curriculum. Sensitivity analysic, antidifferentiation rou-
tines, and other topics could also be introduced.

The final area of our concern in pedagogy is the examination process.
Cadets and instructors alike believe that significant numbers of cadets
who have not mastered course material nevertheless pass. Why the appar-
ent unwillingness to fail the marginal or clearly deficient cadet? The
first possible reason is the severity of the penalty for failure. It can
cavse dismissal, although in practice some lesser punigshment normally
occurs. But in many cases failure results in loss of summer leave, a
full academic year, or both., Second, the publicity given high attrition
rates may contribute to a general reluctance to declare cadets deficient.
While recognizing these influences, the Study Group believes that there
should be a greater willingness to fail those who do not measure up. We
strongly support reducing the penalty for failing a single course, and
we recommend further steps to increase the flexibility of options for
dealing with deficient or failing cadets and to ensure that isolated
substandard performance does not lead to separation from the Academy.

G. Academic Administration

The Study Group reviewed the administration of the academic program,
spec ifically looking at scheduling, ircentives for scademic excellence
to include grading, service obligations for separaied cadets, counseling,
graduation requirements, and the Interrelations among these topics.

1. Scheduling. Cadets follow a full daily schedule. Normally,
their day extends from 0625 until 2330, with ithe academic day ending at
noon into two €é0-minue periods. The daily schedule affects the adwin-
istration of the academic program in many ways, but the net effects are
rigid scheduling, fragmented student time, and inefficient use of
facilities,
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The Study Group suggests a schedule featuring a standard period
length, for example, 50 or 60 minutes, and class attendance by regiment
to the extent possible. In such a scheme, all periods could be inter-
changeable, a characteristic which would not only add flexibility and
distribute facility use by making labs, lecture halls, and playing fields
available during more of the day but would also afford cadets substantial
pericds (two to four hours or wore) of uncommitted time. Pessible varia-
tions in scheduling include staggering lunch attendance which would add
another period and still more flexibility, continuing the scheduled day
somewhat beyond 1515 (with appropriate pericds reserved for members of
intercellegiate teams), and reducing time allotted for meals and associ-
ated formations,

The Study Group also geea opportunities for improuvement in the aca-
demic calendar. The first semester now extends past the Christmas vaca-
tion. Cadets return from their leave for two weeks of instruction and
then take their term-end examinations, The schedule interferes with
their enjoyment of the holiday and requires a significant mental read-
justment to prepare for examinations. The Study Group prefers a fall
term beginning in January and ending in Mry. This change would better
align study requirements .ith the holiday. A slight cost savings to
the Academy would result since each class would spend about somewhat
less time at West Point. The crucial issue with respect to semesterx
scheduling is the time required for cadet basic training (CBT). The new
cadets' reporting date must remain in July since many high schools do not
graduate untll late June, Elsewhere in this report the Study Group notes
that CBT and organization week could be shortened. We therefore believe
the first term can begin in August.

2, Incentives and Sanctions. Among the prime academic incentives
is the grading system. The basic system In use at West Point theroeti-
cally arrays cadet academic achievement on a scale between 0.0 and 3.0,
with satisfactory performance denoted by ..0 or above. However, actual
practice compresses most grades into the upper one-third of the scale.
This system emphasi..es this 2.0 threshold, terming achievement at or
above this level "profi._ient" and all below as "deficient.' Although
the system theoretically allows a full range of assessment, the cadets
view it as a "pass-fail" system. Thus a 2.0 rating~—equivalent to a
borderline "D minus'--has long been viewed by the cadets as adequate.

Withir the recent past, West Point recognized thesr. grading system
deficiencies. The Academy's 1976 Curriculum Study Grouo recommended a
new grading system. The new system is somewhat cumberso..: and does rot
go far enough to eliminate counterproductive attitudes since departments
internally may stil]l use the 3.0 system. We support the intent of the
Academy's ini“iatives but recommend adoption of standard ietter grading
and a quality point average by all elements.
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Like other institutions, the Academy rewards demonstrated academic
excellence, Such recognition has included designations as Distinguished
Cadet (top 5 percent of a class in all areas of measured performance)
and Dean's List (top 30 percent in all academic courses). Cumulative
performance and performance within a single year determine separate
honors. The Academy ranks all cadets in a class and publishes specific
class standings called the General Order of Merit.

The West Point Study Croup agrees with the Academy that the General
Order of Merit (GOM) hinders the achievement of the academic goals of
the Academy and should be abolighed. While the GOM serves a variety of
uses, its primary fuanction is to determine the order in which cadats
chose their specialty assignment and first duty station. It also deter-
mines the order of graduates and subsequent date of commissioning and
has several other minor purposes. None of the uses of the GOM seem ap-
propriate nor truly necessary. Just as the uses to which the GOM is put
are improper, its effects on attitudes of cadets (discussed in a pre-
vious section), administrative load of instructors, and the Army depart
drastically from those desired. Long considered a motivator of cadets,
the GOM is in fact a discouragement. The incorporation of the Leader- ‘
ship Evaluation System (LES) into the GOM agpravates problems. The peer :
rating portion of the LES pressures cadets to conform, to be popular, v
and to do only that necessary to "get by." The effect of the GOM on :
academic departments is generally to emphasize the teaching of the same
material in the same manner to as many cadets as possible. 1In spite of
the effort in some departments to break this mold, some instructors are
still told to maintain fairness in the syetem by teaching, examining, and
grading cadets in a standard way. The 30M alsn hus an adverse effect on
the Army as a whole. Specialty selection by oxder of graduation concen-
trates successful graduates in certain branches. The¢ combination of
location an. speclalty selection in turn produces an undesirable distri-
bution of graduates among various Army posts.

Clearly, a program of academic incentives should be retained; how-
ever, an alternative system of recognition should be developed usihg the
quality point average to deter.ine those to receive honors at set inter-
vale such as term end of year end. Furtherxnore, only those achieving
honors should be ldentified. Precise course or class rank should not be
published. By not identifying class standing and by incorporating a !
Quality Peoint Average Iin graduation requirements, cadets will be forced :
to meer absolute standards rather than allowsd to rely on the security
or relative class position. This system has the added advantage of not
attaching notoriety to those who barely eacape failure.

Another incentive, guaranteed graduate schnoling, warrants separate
discussion. This program rerminated with the Clags of 1977. Some excep-
tions exist, sirce cadet3 may continue to compete for certain graduate
scholarships. But winners are usually advisnd to defer schooliug until
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they have completed an initial tour of duty with troops. The advantages
of that first tour with troops are significant. FPerformanca as a troop
leader is a critical indicator of future potential, a measure that should
be taken early in an officer's career. Furthermore, the erntire Acadamy
experience points toward pueitions of leadership, and to delay such duty
is undesirable. After adbout four years of service all graduates are
considered along with their contemporaries from all commnissioning sources
for fully funded graduate schooling programs thart support the projected
needs 2»f the Army. Selection criteria include duty performance, under-
graduate records, potential for future service, officer interests, and
the rceds of the service. Competition for the program is keen. We

think that all officers should compete on an equal footing, regardless

of source of commisaion. We believe the Academy should not reestabliah

a seaparate program to guarantee graduate schooling.

Under the current syetem of rewards, the cadet who excels receives
additional privileges, but the marginal performer suffers no sigaificant
loss of privileges. The primacy of academic pursuits would he enhanced
by devising a stronger set of sanctious for marginal performance. With
the addition of a set minimum quality point average (QPA) as a require-
ment for graduation, it would be prudent to apply this same criterion at
intermediate points (term and year end) to identify us early as possible
the marginal performer who has accumulated repeated "D" grades. A cadat
whose QPA falls below the established standard should attead individual
counseling sessions and assume a probationary status for some pericd
with an attendant loss of privileges and eligibility for certain extra-
curricular, athletic, and chain of coumand pesitions.

A more restrictive privilege system during the week but with more
liberal weekend privileges should be considered. Facilities in Eisen~
hower Hall which reflect contemporary standards would benefit cadets not
wishing to leave the post. The Study Group supports a system of in-
creasing freedom of choice over the four years approaching the status of
Junior officer coupled with the sanctions for marginal performance dis-

cussed above.

3. Service Cbligation for Separated Cadets. Department of Defense
Directive 1332.23, dated 9 May 1968, provides that 'with the commencement
of the Second Class Academic Year, a Second or First Classman who is
separated prior to completing the course of instruction, except for
physical disqualifications, unfitness, or unsuitability, will normally
be transferred to the Reserve component in an enlisted status and be
ordered to active duty for not less than two years...."” Whaen, however,
geparation results from a deficiancy not considered willful, the active

duty requirement may be waived.

In practice, cadets separated for academic deficiency have not been
required to serve. As of 31 May 1977, 24 ex~-cadets were serving on ac-
tive duty in an enlisted status as a result of the directive, but none
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for academic failure. The policy has had three adverse effects. VFirst,
it creates pressure to resign at the conclusion of Third Class year.
Second, it csuses some cadaete to consider active duty service in ths en-
listad ranks as a form of punishment. It has azlso been suggested that
this perception caused soma reluctance to report violations of the Honor
Code. Third, it means that separated cadets who enter sctive duty as a
rvesult of this policy are non-volunteers in the volunteer Army. In
short, we are using Army service a2 a form of punishment and retaining
the wrong type of individuels in the service.

Several alternativea to this policy are available. Tha first is to
revoke the directive. Doing so would obviate any stigme asscciated with
enlisted service since separated cadets would not serve. Furthermore,
poorly motivated cadets could resign at their pleasure, and the services
would not have to deal with an unmotivated officer. An obvious disad-
vantage is that cadets might obtain several years of free education and
then resign without rendering subsequent national service. If a sanction
is retained, the Study Group believes it should take a different form.
For example, the ex-cadet might be required to repay some dollar smount
for education and training received. The costs considered should be
those directly attributable to the period of education and training.
While the GAC previously made & similiar recommendation, we doubt the
political feasibility of such a change in statute. Careful consideration
should be given to possible variations of thias sanction. Alternatively
and perhaps best, cadets separated after the start cf the Second Class
Academic Year could be required to serve on active duty in the enlisted
ranks for a period of two years unless they enroll in some other
precommissioning program within nine months following separation from
the Acedemy. Subsequent voluntary or involuntary departure from such a
prcgram for any reason other than physical disqualification normally
would be grounds for immediute entry into active service in enlisted
status. This alternative would afford ex-cadets already identified as
having potential for commissioned service the opportunity to sszek that
commiseion in other ways, for example, the fine performer who resigns
because of marriage. The services would benefit from the individual's
subsequent service #s a commissioned officer. Such a policy also
permits ex-cadete greater freedom of choice yet does not remove the
"pay back" provision for education and training received. It allows
the services to capitalize on the precommissioning training the ex-cadet
experienced vwhile a member of the Corps. Canada succeasfully uses a
somewhat similiar procedure,

4. Counseling. The Study Group's interviews with cadets and junior
faculty indicated that cadets obtain moat of the advics on which they base
important decisions concerning elective courses, branch choice, and improve-
ment in learning skills from peers rather than tactical officers, staff
or faculty. This situation points te the need for an improved counswl-
ing program.
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Several agencies have a portion of the counselin; function: Tac-
tical Officers, the Dean's office, academic departments, the Office of

Military Leadership, the Offjce of Military Instruction, the medical sctaff,

and the faculty. Only the Tactical Officers have the charge to deal
with all aspects of cadets' development, but they have neither the tiwme
nor the expertise to address all areas. The entire counseling program
gsuf fers from fragmentation, inefficient use of resources, and & lack of
effective assessment., A coordinated and comprehensive plan to develop
a new counseling program does not exist. The Study Group believas the
Acadeny should develop an efficient and comprehensive plan for a
coordinated but decentralized counseling program using all available
assets s&rd establishing couvcdination requirsments to provide cadets the
full range of counseling services including diagnostic testing.

5. Graduation Reguirements. Preszent requiremerts include a four-
year residency containing 48 courses, completion or credit for pres-
cribed courses, completicn of military traiaing, completion of physical
education, and satisfactory conduct. Graduation is permitted only in
June or before the start of the fall term. No minimum overall grade
average is prescribed. Put another way, a cadet can graduate with the
equivalent of straight '"D" letter grades, a 2.0 average in iAcademy terms.
Requiring & minimum Quality Point Average would raise the standards of
academic performance and meke clear that while marginal performance in
isolated areas can be accepted, ccasting to a marginal performance in all
cannot.

Requiring the completion of 48 courses in residence (or 40 1f the
curriculum recommendation of this study 1s accepted) and requiring a
four-year residency reduce the attractivenesas of the Academy to trana-~
fer students and are costly in terms of dollars and manpower. We be-
lieve the Academy should consider allowing :he transfer student to
graduate at the end of his fourth summer training period or at mid-term
of his last year providing he has satisfied all other requirements includ-

ing military and physical.

A somewhat analogcus situation faces a cadet who is deficient in ome
or more courses and joins the next lower class at the start of the next
academic year (in Academy terms a "turnback'"). He now is required to
complete a five year residency carrying a full load and in some cases to
complete 10 or more courses beyond the basic 48 required. If permitted
to continue with his original class in military and summer training, he
might, by use of leave time for course make-up and if necessary by use
of the fall semester, be raady to graduate cnly one academic term
behind his class thereby joining tha active force five to six months

earlier.
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For illustrative purposes only two examples of structured

elective sequences are shown, one in soclal sciences and one in
basic science

* h * £
Sociel Science

A European history-oriented subcurriculum.

First 2nd Sem
Class

(Senior)

1st Sem

Second
Class

(Junior)

Third
Class

(Sophomore)

*

History 371C
Mil & Dipl

European State

Orgins of the | ]

|sec sci 416 History 482 Law 481
International Adv Study Inter-
Affairs of R nationa
History Law
Soc Sci 410 2114
Gov't & The French
Politics of Military &
the USSR Society
History 371R History 371D
Orgins of Wilhelmine, L/
Soviet Russia Weimar & Nazi]
Germany

i
|




Baaic Science

A mathematics/physics gsubcurriculum

First 2d Sem Math 486 E; 483
Class Numericel Solid State
Analysis Physicse
(Seniorx) I l
18t Sem Math 485 — |Phvs 484 .
Complex Quantum
Analysis Mechanics
Second Math 471 (Phys 382
Class Linear Eiectricity &
Algebra Magnetism
{Junior)
Third Math 484 ! Fhys 381
Class Intermediate Classical
Diffevential echanics
é {Sophomore) Equations

Bote: Literature course taken
during Third Class year in lieu
of elective and Introduction to
Law moved to Firat Class year to
allow fourth elective in Second
Class year.

Bt S g
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CHAETER VI
MILITARY PROFESSIONAL DEVELOPMENT PROGRAM

"A. Introduction

The examination of military professional development of cadets
involved:

--The organization and function of the Office of the Commandant
of cadets, particularly with regard to the Company Tactical Officer
(Tactical Officer), including military training and physicel training.

--The functioning of the United States Corps of Cadets.

Leadership Evaluation System (LES).
The "Plebe" or Fourth Class System.
Disciplinary System.

Cadet Chain ¢f Command.

--The YMonor Code and System (discussed in a later chapter).

B. General Appraisal

The overall program of military professional developwent still
produces young officers of uncommon gbility and superior potential
for sustained service. Notwithstanding the quality of the entering
cadet, West Point and its programs must receive considerable credit
for the successful transformation of young men and women from all
sectors into the officers who lead our citizenry in the profession
of arms. We should also note that West Point is changing and has
changed even as we conducted our inquiry. For example, the recep-
tion of new cadets for the Class of 1981 was a model of positive
and supportive leadership. Thus, some of the problems identified
in this report may be solved problems--or, at least, the nature
and impact of the problem may be scmewhat different from that atated.
Despite such a general endorsement, there are aspects of the
miiitary professional development progrem that might be changed to
improve the institution &nd its product.

Our review and analysis convinced us that many of the conclusions
drawn by the Borman Commission concerning the military aspects of the
Academy were accurate. There are many institutional shortcomings at
the Military Academy--shortcominge which have developed over the
years largely through failurae to adapt to change or failure to per-
ceive that certair policies, programs, and procedures had developed,
or were developing, dysfunctional characteristics.
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West Point has, of course, made changes over the past several
years although not as rapidly ae one might prefer. Substantive change
normally occurs slowly within the Corps of Cadets, particularly change
involving cadet attitudes. This phenomenon makes it all the more
important to avoid any hesitancy to introduce alterations at this time.
In the aftermath of Electrical Engineering 304 and with a variety of
internal and external pressures, an environment for change exists at
Wcst Point which should be exploited. Much remains to be done and now
ig the time to do 1it.

The Dual Nature of West Point: A Challenging Academic Experience in
a Spartan Military Environment.

A fact of West Point is the temnsion between the demands of the
academic institution and those of the military organization. This
tension may have become more serious since World War II, and the
present demands made upon West Point suggest it will continue. Ways
must be devised to ameliorate the effects and to raduce the sources
of the conflict as much as possible,

That conflict exists 18 clear from the many interviews conducted
by the Study Group. As one academic instructor put 1it:

TAC's (Tactical Officer) see us as occupants of an ivory
tower of academia--they think that they alone know the
"real” West Point and the ''real” Army. They see us as a
halfway necessary evil, but doubt that we really contri-
bute anything.

A Tactical Officer explained:

They (Instructors) see TAC's as narrow-minded, rigfd
disciplinarians who are far too conservative and far
too concerned with visible results, standards, and
statistics, and not interested in the development

of internal thinking proceasses.

In fact West Point is unique because of this duality of purpuse.
Certainly, a quality academic experience can better be gained without
the competing demande of cadetship. But the mission of providing
officers to the US Army is the raison d'etre for a national military
academy. All must be mindful of this mission and recognize that their
role is to coantribute to its accomplishuent.

Unfortunately and too frequently the inherent tensions are made
even more serious by a lack of understanding that the two eystems
while in conflict, cam be wmutually supporting. The academic instructor
can be an exemplar of military standards without detracting from the
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academic experience. And Tactical Officers, imbued with a respect for
academic studies, can improve cadet attitudes toward academic subjects.
Moreover, one can improve the qualification of a graduate to be a lieu-
$ terant without inhibiting the academic experience. Bat a concept of

! mutual support and responsibility must be fostared. The entire staff
and faculty at West Point should consider themselves personally re-
spousible for both the academic and military quality of the cadet.

|
i

Perhaps the most compelling needs are consistency of purpose and
concinnity of philosophy. The output of West Point is an Army leader
and West Point teaches, in a broad sense, Leadership—the components
of which are academic knowledge, military skills, a strong personal
ethic, and strength of character.

C. The Tactical Staff

1. Overview. The Borman Report comments on the delegation of
authority to the cadet chain-of ~command and on confusion over the
proper role of the company tactical officer. Indeed, the role of the
Tactical Officer has blurred over the years.

With the institution of a "First Class System" in the late 1950's,
the cadet chain-of-command has been given greater responsibili:y and
authority. With the laudable intent of giving the cadet increased
leadership experience, the Academy began to change the Tactical Officer's
role from his previous command function that required him to:

.+.perform the duties normally devolving upon a company
commander. These will include such inspections of bax -
racks, personnel or records as may be necessary to en-

force orders and regulations and required standards of

policy and discipline (Orders, USCC, 1939).

By 1969 the Commandant verified the evolving role of the Tactical
Officer:

The trend toward placing added responsibility on the
cadet chain-of-command, with the increased authority
that goes with it, continued during the past year.

« « « Daily formal and informal contacts between the
cadets and officers at the Academy continued to assiat
in the development of cadetsa.

Increased leadership opportunity for the cadet and opportunity
for the Tactical Officer to spend time in the developmant of cadets.

are both worthwhile cbjectives. In recent years, homa:! nﬁ' %
has gone awry. Cadets have become involy a ®orags of & tra-

tive trivia, much of it self-generated. 'Leadership experience”
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frequently equates to drafting a schedule for a club trip. The Tactical
Officer has drifted away from the cadet and cadet development, finding
himgself constantly involved in his own maze of “administrivia.'" Not
only is the Tactical Officer diverted by a multitude of other duties,
he also finds gaining access to the cadet when the latter is free
nearly impossible. The schedule 18 one of frenetic activity with the
evening study hours often being the first time the Tactical Officer

can easily locate the cadet. But this period is also the cadet's time
for study, and Tactical Officers often express a feeling of guilt when
they have to interrupt it. That study time 1s avallable is not to say
that the cadet3 use the time for study. A recent West Point time study
indicated that cadets spend 38% of the evening period in recreation
pursuits. The matter of cadet attitude towards study is discuased

elsewhere.

The individual Tactical Officer does not bear sole blame for his
isolation from cadets. The institution has failed to describe his
role in clear, operational terms and has failed to give him a clear,’
coherent statement of purpose. The '"Tactical Officer's Guide"
describes the Tactical Officer's role as "advisor, counselor, and
instructor." Among the eight '"objectives' are "Motivate each cadet
toward successful military service” and "Encourage each cader to work
to the upper limits of his capability'--vague generalities wanting
in operational specifics.

The new cadets are quickly prepared through Cadet Basic Training
for life as a cadet; the new Tactical Officer (or faculty member) is
given little in the way of substantial orientation. So, he has to sort
it out for himself, a ctask most Tactical OZficers find confusing and
frustreting. As one well-regarded Tactical Cfficer saild:

Frustrated beyond explanation!!! Of all places in the Army
this institution can and should be the most professionally
and personally rewarding assignment imaginable; it is not!}!
Instead, it has been and, from where I sit, will continue to
be my worst assignment thus far and hopefully the worst I will

have to endure.

And the rest of West Point does not make the Tactical Officer's
life any easier. Many academic instructors admit they do not enforce
the disciplinary and appearance standards of the Academy. As one
ingtructor put it:

The TAC and I are two separate parts of a total system. He
teaches the military stuff and hands out quill. I teach the
academics and pass out grades. I don't do his job and he
doesn't do mine,
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The commonly heard rationale for not enforcing standards is that to
do so would interfere with the teaching enviromment.

Moreover, some instructors simply do not know the rules, They,
too, are not properly oriented when they arrive and are not kept in-
formed. Of course, exceptions occur among instructors and depar tments.
But there is no standardized, systematic orientation program; con-
sequently there 1s a wide variety in quality and approach.

Whatever the reasons, there is uneven enforcement of the regu-
lations and standards for the Corps of Cadets. The Tactical Officer
frequently stands alone as the diligent enforcer of standards, without
the active support of many officers at West Point. He sees himself
as inferior relative to the instructors; the instructors agree. Mem-
bers of the Academic Departments constantly criticize the Tactical
Staff for the rules, regulations, and punishments which are generally
characterized as interfering with the cadet's academic endeavors, or
as trivial, inappropriate, or unproductive. Meanwhile, the Tactical
Off icer, feeling guilty and hesitant about claiming cadet time, has
allowed the cadets themselves, in many instances, tc establish the
norms and standarde in the cadet company. In sum, the entire institu-
tion bears major responsibility for failing to guide and support the
Tactical Officer in the all-important task of developing cadets.

2. The Regimental Commander. While the Tactical Offiter has
been frustrated at the cadet company level, his communication upwards
is confuging. Such communicatinn is particularly important in
accomplishing the Academy's mission of cadet development. Yach of the
four cadet regiments at West Point has a separate personality. Over
time, the position of the Colonel Regimental Commander has grown so
. strong as to filter or distort communication between the Commandant ard
the Tactical Officers. The lack of coherent guidance ant the inability
"to be heard" heightens the Tactical Officer's sense of frustration.

Reversing an earlier decision and following the recommendations of
both the Superintendent of the Academy and che Study Group, the Chief of
Staff eliminated the position of Regimental Commander in the grade of
colonel and replaced it with a Regimental Tactical Officer (not "comman-
der") in the grade of lizutenant colornel. He algo diracted the creation
of the position of Brigade Tactical Officer in the grade of colonel,
Mding four Regimental Tactical Officer positions for 1977-78 recog-
nizes that a major change in organization may not be possible now.
However, the creation of six Regimental Tactical Officer positions
(each in charge of six companies) should be considered for possible
implementation in the Summer of 1978.

This decision should assist in a number of ways:

—~Facilitates better communication between the Compary Tactical

Officer and the Commandant.
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. =-Provides a closer approximation of the normal environmeunt >f
serving junior officers for the Tactical Offic=r and the cadets.

~-Reduces pressureg to compete while fostering :xonsistency and
cooperation.

While the organizarional change should contribute to an improved
environment, othar problems remain.

3. The Selectinn Process. The lack of a carzful selection system
in recent years has exacerbated problems. A review of certain indicators
in a representative group of the Tactical Staff shows that, in contrast
to the Academic Departments which begin to identify many future instruc-
tors while still cadets, new Tactical Officers are selected by an in-
formal and inconsistent process. Moreover, there is a percepticn that
being an iastructor clearly offers more personal and professional re-
wards than being a Tactical Officer. The Tactical Officer works long
hours in a frustrating environment, while the instructor iz perceived
as having better hours and a more rewarding job. Accordingly, there
appears little enthusiasm for becoming a Tactical Officer on the
part of the highest quality Academy graduates.

As an indicator of the attitude of Tactical Officers, the results of
a recent survey show the Tactical Officer to be significantly lower in
morale than the rest of the West Point community by nearly 30 percentile
points and below the national average for faculty and administrators of
educational institutions by 15 points. Of course, the aftermath of
Electrical Engineering 304 has had a pronounced impact on Tactical Officer
morale.

Another measure of the Tactical Officer emerged from the survey
administered by the Study Group to graduates and cadets. When asked
which person at the Academy they least wanted to be like, graduates
overvhelmingly (51%) selectec the Tactical Cfficer. In a similar
survey, cadets indicate a similar lack of regard. The graph at Figure
1 of responses by class suggests there is a gradual disaffection in the
cadet's view of the Tactical Officer. Only 2UX¥ of the Plebes (Class
of '80) consider the Tactical Offizer to be the person they would
least want to be like, but by First Class year (Class of '77), 55%
consider the Tactical Officer to be the person they would least want
to be like. Although this interpretation is not conclusive, only
an average of 171 of all year groups of both cadats and graduates
surveyed select a Tactical Officer as the person tney would most
want to be like, while 59% select the Academic Instructor.

The chart at Figure 2 porirays certain indicators for officers
sasigned to the Tactical Department at regimental ieval and to the
officers of two Academic Departments (in all cuses the permanent pro-
fesgors and permanent assoclate nrofessors have been sxcluded). For
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SELECTED QUALITY INDICATORS

Military Field Grade
- GM - 7 LES/ASR - % lodicator || Promotiong _ |
Quertiles Quartiles
# 11 12 1.3 164 1 | 2 3 4 U M L
USMA GRADUATES Early; Normal
TAC 27| 3.1 | 15.6] 37.5]43.8 43.8/37.5] 9.4 9.3} 24} 2] 1 8 7
ACAD :
DEPT A]28) 93.3] 6.7) - | - 60 |30 |10 - 23} 5] - 10 3
DEPT B|19] 18.2]36.3] 27.3] 18. 27.3] 2/.3127.3|18. 1] 15§ &« - T 3
Non-USMA GRADUATES
ITAC 13 o] 31 - 4 4
4 14 st 9] - 1 6
B 22 1210} - 1 9

Sources: USMA, MILPERCEN

GOM - General Order of Merit
LES - Leadership Evaluation System Rating
ASR - Aptitude for Service Rating
TAC - Tactical Department
Dept A - A Selected Academic Department
Dept B - A Selected Academic Department
U - Upper one-third of peers
M - Middle vne-third of peers
L - Lower one-third of peers
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the graduates assigned to the three departments, relative Cadet General
Order of Merit (GOM) at graduation and Leadership Evaluvation System (LES)
or Aptitude for Service Ratings (ASR) rankings by quartile have been
included.

The militarxy indicator (upper, middle, lower one-third of peers)
suggests that thcse officers assigned as instructors or Tactical Officers
have enjoyed successful careers. However, two points must be made.
First, officers selected for duty at West Point should come from the
upper half of both GOM and LES/ASR, or whatever future measurements
reflezt academic performance and excellence in cadetship. To assign
officers to the Tactical Department who ranked low academically (81.3%
lower half, 43.8% bottom quarter) reinforces the cadet attitude that
studies do not matter end do not relate to future success as an officer.
Likewise, assigning officers.as inetructors or Tactical Officers who
have fared poorly in cadetship ~ommunicates a similar wmessage to cadets,
too many of whom already accept as an article of faith that nothing at
West Point matters beyond graduation.

Obviously, graduates do well in the Army from all quartiles of GOM
and LES/ASR, however, the fact that those most likely to do well in the
Army also ranked well in both at West Point needs to be reflected in
the assig:ment o Tactical Officers.

The second peint is that outstanding performance as a cadet com-
bined with outstanding performance as an officer does not guarsntee
correspondingly outstanding service as a Tactical Officer. The Tac-
tical Officer's leadership style is key to his success and may not be
reflected in his written record cr file. Interviews are an esceatial
step in the selection of prospective Tactical Officers.

While no single set of data 1is conclusive, the cumulative =2ffect
of these data coupled with personal observation suggests strongly that
the selection of Tactical Officers, their role, and the nature of their
relationship with cadets deserve sttention and warrant change. It
should be emphasized that there are many outstanding Tactical Officers
at West Point. But it is equally clear that occasionally there are
some who, while being cutstanding officers in many respects, are not
suited to the task of developing cadets into officere.

4. Continuity. A further protlem is the lack of continvity in
the Tactical Department. As is discussed later, reforms introduced
by a given Commandant of Cadets have little hope of survival so long
ag there is a class who arrived at West Point before the reform (and
often before the Commondant) and who will remain after the Commandant
departs. Moreover the absence of continuity puts the Commandant at
considerable disadvantage in the continuing conflict between the two
sides of the institution.
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Accordingly, we feel that some atability 1s needed in the Com-
mandant's office and that an extended term of assignment (4-5 years)
for some senior members of his staff 1s neaded.

5. Leadership. The "Tactical Officer's Guide' discusses at
length the motivational and developmental objectives. And there
is a good deal of discussion at West Point about "Positive Leader-
ship." Most Tactical Officers, however, had great difficulty in
describing "Positive lLeadership" in operational terms. In fact,
when asked what was their key or most important function, most
Tactical Officers replied, "evaluation,'" or "to ensure the wrong
guy doesn't graduate."” This near obsession with evaluation makes
it virtually impossible for a Tactical Officer to be supportive
and developmental. Cadets are constantly evaluated in almost
every endeavor. Moreover, the Disciplinary System 18 (and is
perceived to be) punitive evaluation. Alsc, the results of most
evaluations are either not conveyed to cadets or are conveyed in-
frequently or impersenally.

A clear, coherent and operational philosophy of lzadcrship has
never been conveyed to the Tactical Officers. This deficilency is
caused, if not aggravated, by the regimental command structure, the
lack of effective orientation for new officers, the enormous number
of rules and regulations, the emphasis on evaluation, and the lack
of a system of rewards in a punitive system. Additionally, Tactical
Officers are too invoived in administrative tasks to have time for
leadershin discussions with cadecs.

6. Summary. In short, the Tactical Officer frequently has not
been the one who fets the norms in the cadet company. The at-
tenuation of his authority and responsibility, lack of a2 clear
sense of role and identity, and absence of coherent philosophy
are perhaps the most serious institutional shortcomings with the
Tactical Department at West Point. The Tactical Officer is uniquely
a focus of cadet development and no part of the institution will
function well if the Tactical "system' functions poorly. But the
"system" requires careful selection of the Tactical Officer and
procedures to ensure that:

--He receives the support of the rest of West Peint.
~-~The structure of the Tactical staff iz supportive.
--He receives adequate orientation.

~-There are clear lines of communication from the Superintendent
and Commandant of Cadets expressing a coherent philosophy and from the
Tactical Officer allowing him to air views and concerns to the West
Pcint command authorities.
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~-And that he is willing to make the personal sacrifices required if
he is to devote himself to developing cadets into Army officers.

D. Organization of the Office of the Commandant

Chapter III addresses the total issue of governance. The discussion
and recommendations there which pertain to the Commandant of Cadets are
consistent with the following.

On. his departure a recent Commandant commented:

As you krow, I recommended to you previously, and
I understand that you now have approved, that OMI,
OML and OPE all be named "departments" simply as
an organizaticnal improvement. With respect to
OML and OPE, both should be made departments in
the fullest sense of the word, and . . . the
officer in charge of each should sit as a fuil-
fledged member of the Academic Board.

The Borman Commission, making similar observations, recommended
that the directors of the COffice of Military Leadership {(OML) and the
Office of Physical Education (OPE) be full members of the Academic
Board., They further recommended that the Office of Military Leader-

" ship, being properly an academic department, be placed under the Dean

of the Academic Board.

Since publication of the Borman Report, West Point has, in fact,

planned to remove the Office of Military Leadership from the control

of the Commandant. This office will be redesignated the Department of
Behavioral Sciences and Leadership and will be transferred to the con-
trol of the Dean effective September 1977. A number of staff functicns
which were performed for the Commandant (e.g., Counseling Center, Cadet
Troop Leader Training, and the Leadership Evaluation System) will
remain under the Commandant. Regulations have been revised to permit
the heads of OPE and OML to become members of the Academic Board.

Another provision of the recommendations on governance is the
creation of a Director of Cadet Activities (DCA) with responsibility
for the Cadet Activities Office and selected Cadet Treasurer functions
now under the control of the Superintendent's Deputy Chief of Staff
for Logistics.

We also recommend that the "offices" reporting to the Commandant
be redesignated as "departments."” In the current structure, the Com-
mandant of Cadets heads the Department of Tactics, an crganization which
embraces OPE, OML, and the Tactical Officers. For reassons of consias-
tency alone, the stiucture should be appropriately organized aloug
lines analogous to the academic departments.
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The Commandaut's Staff has, over time, baen pared away, as it
has done little of the coordination and planning required. Rather,
the planning has been done by the regiments, OMI, OML, and OPE. To
coordinate and schedule more effectively and to relieve the Tactical
officer of additional dutiee (as passed through the regiment), the
Comnandant's Staif needs strengthening. The need is underscored by
the decision of the Chief of Staff to eliminate the Regimental Com-
manders and to create Regimental and Brigade Tactical Officers. The
chart on page 59 summarizes most of the changes we propose.

E. Cadetship and Officer Development

1. Overview. The study group endeavored to understand both the
nature and effect of the cadet experience through research, interviews,
and surveys. In a survey of graduates and their cowmanders, the
evidence indicated that West Point graduates continue to be held in
generally high regard, particularly because of their:

—Sense of Integrity

—Understanding the Role of an Officer

--Potential for Advancement

--Strength of Character

-~Physical Fitness

~--Bearing and Appearance

--Devotion to Duty

On the other hand, commanders and noncommissioned officers consider
recent graduates to be least adept in:

-~Ability to Talk with Troops

-~Concern for the Welfare of Troops

—-=Maturity
Recent graduater also express concern over their inability to deal with
enlisted men. When these observations are viewed in conjunction with
the reasons graduetes hold Tactical Officérs in low esteem, e.g., "In-
ability to deal with people," it suggests that either cadets wuay be

improperly influenced by the Tactical Officers or there is szomething
missing from the cadet experience or both.
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Further evaluation of the survey data and cadet interviaws auggests
systemic problems.

--The attitude of some cedets towards academic effert is poor.
There ie clearly a significant cadet gubculture indifferent to
scholaetic pursuits at Weat Point.

~-~There is an equally disdainful attitude for much that is termed
"military" at the Academy.

--The leadership Evaluation System is seen as both unimportant
and subversive.

~-Cadet chain of command duties are viewed as time consuming and, |
in many cases, trivial.

--Discipline is considered arbitrary and unfairly administered.
The Disciplinary System is thought to be punitive and controlling.

-~The Fourth Class System is accepted by Plebes in a philoso-
phically stoic manner, but there are clearly some dysfunctional aspects
of the system particularly relating to the leadership techniques learned

by upperclassmen.

2, Cadet Attituces. The Borman Report observes that there has
not been agreement at West Point on the relative importance of academic
studies:

There has, for example, been serious diszgreement over
the proper role of education in the mission of the Academy:
Should West Point train combat leaders for immediate service
in junior ranks, or should it provide the fundamental education
and study to allow graduates (a) to assimilate gquickly the
special skills required for junior officer service in the basic
branches of the Army, and (b) after experience and further study, i
to provide the senior military leadership on which the nation i
depends for its security. We are convinced that the acquisition
of a crliege education within & military environment must, dur-
ing the academic year, have first call on the time and energies
of each cadet; military training should be concentrated in the
summer months. The failure of Academy constituencies to agree
on the relative importance of the educational component of the
mission has hindered the development of an academic atmoasphere
which discourages dishonesty.

Development of such an atmosphare has aleo been impeded
by the failure to determine priorities among competing claims
on casdets' time. Prior to curriculum changes adopted this
Fall, cadets needed far more credit hours to graduate than are
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required by most institutiona of higher education. The acadamic
pressures have baen intensified by the increase, during the
academic year, of military and physical training and cadet
leadership responsibilities. In excess of two-thirds of the
cadets surveyed in 1975 stated that they did not have sufficient
time to satisfy overall demands. While cadets may not have

been overworked, they clearly have been overscheduled,

The Borman Report also implies that there is a serious trend
towards increasing military skill training during the academic year.
"Many officers in the Academic Depsrtment are disturbed by what
they see as & growing displacement of the academic curriculum and
study time by military ekill training."

As notsd earlier, the Study Group finds claar evidence of a
subculture indifferent to academic studies or achievement in the Corps
and agrees there is roason for concern. The implied causes of this
attitude, i.e., a perceived encroachment of military akill training
and emphasis on training platoon leaders, may be simpliatic.

Having had many months to build upon the Borman Commission's
work, we conclude that the nagative view of academic studies results
from a number of factors. The problem is complex and not susceptible
to simple solution.

In fact, there has been no receat increage ian the net hours de-
voted to physical education and militarily related activities; there
has been a reduction in both. While Sandhurst competition (a military
skills competition between company teams) was introduced recently, it
should be noted that it merely replaces, for the most part, intramural
or extracurricular participation by those cadets invoived in the
competition. Routine military activities (except for cadet chain of
command duties) have been reduced for the individual cadet in such
areas as Saturday inspections and parsdes. Further, the physical
education program at West Point has been sharyly reduced over the ysars
and claims significantly fewer hours of cadet time than the Air Force
or Naval Academies.

It is the Study Group's view that the disdain for academic pur-
suits emsnates from sevaral conditions, smong them being:

-~Certain deficiencies iu curricula and pedagogy. These are
addressed in detail in Chapter V, Acedemic Program but desorve

emphasis.

-~The lack of clear support of snd emp’wsis of the academic

component by the Tactical Staff, either through lack vf intazection
with the cadat or through inadequate appreciation of the academic
side of the institution.
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~-A perception smong cadets that it ie difficult to fail
academically. Instructors admit thet they go to great lengths to
avoid failing a cadet.

~-The availability and proximity, during the academic week, of a
number of distractions (e.g., movie, gyunasium) which compete with
study time. In the total peer environment of West Point, the pressure
to yield to these distractions is particularly strong. It should be
noted that the Air Force Academy has more stringent rules concerning
activities on academic evenings.

--The instant and irmediate nature of the demands of '"Cadetship."
Distinct from the military education and training are the demands of
chain of command duties, inspections, the Disciplinary System, and
other manifestations of administering the Corps. The "feed-back" on
cadet performance is nearly instantaneous--failure to shine shoes
results in an immediate sward of demerits. The "feed-back" on the
Academic side takes longer and is, consequently, less pressing.

—~The multiplicity of demands on the cadet. Almost all of the
cadets' time during the week is scheduled. Yet, they find a good deal
of time for idle pursuits. Most observers view the problem as a com-
bination of the fragmerntation of cadet time and the variety of pressures
with which he must cope. This situation may not be all bad. In learn~
ing to deal with multiple demands and pressures, the cadets may be gain-
ing experience which will pay dividends later. Considering the fact
that West Point cadets are some of the best supported college studeuts
in the world, it is not unreasonable to expect them to work hard.

But, it is mot our observation that they are overworked; they are
overscheduled, and the price of this over scheduling is, for some,
an inability to set sound priorities or te do more than the minimum
acceptable in any area.

Of equal concern is the cedet's disdain for things which fall
under the titls of 'military," a disconcerting phenomenon &t the
"national military academy.’ The Study Group detected a subtle cynicism
about things military at West Point which derives from the cadet view
that many military related activities are:

--Contrary and capricious, e.g., discipline, the Fourth Class
System.

~-Trivial and poorly accomplished, e.g., some aspects of Military
Science.

The view is enhaenced and sustained, in part, by the poor lead-
ership examples of some few Tactical Officers. Unfortunately, many academic
instructoras encourage such pejorative attitudes towards Tactical Officsrs
and the military aspects of the inatitution.
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Thus, ganeral cadet ambivalence toward academic pursuits and things
military reflects the lack of a coherent institutional purpose at the

Academy.

3. Cadet Rank and the Cadet Chain of Command. The history of the
cedet chain of command is the curollary to the histery of the separation
of the Tactical Officers from the cadet company. The cadet chain of
command provides for the efficient control and expeditious flow of
information within the Corps of Cadets and for leadership developnent
of cadets. There is an essential conflict between these purposes. The
cadets who most need leadership development are those least likely
to perform well in cadet leadership positions. As a result of this
conflict, cadet rank and chein of command positions are awarded incensis-
tently. While not a serious morale factor, it is another of the numerous
incongruities facing the cadet. Most Tactical Officers use & mixture
of reward and developmental rationale in designating @ chain of command,
which, although reasonably well understood by cadets, still impacts .on
morale. West Point should adopt a single, consistent philosophy for
the chain of command to avoid some of the smbiguity and inconmeistency per-
ceived by cadets. In our view, cadet rank in the chain of command
should be on a reward basls only once each academic year.

Another dysfunctional aspect of the chain of command is the number
of trivial positions and duties. Many of these jobs should be eliminated.

We would also comsider eliminating the Cadet "Commander" at all levels. i
To some extent this is cosmetic since cadets would continue to be in- i
volved in the running of the Corps. The neasage, however, is totally !
clear-~the one commander of the Corps is the Commandant and tha one !
commander of the compeny is the Tactical Officer.

While some cadet leader experience during the academic year would
be lost, the loss is not significant. (One West Point officer ob-
served that cadets were 'practicing to be bureaucrats"). The summex
leadership experiences have much more impact on the cadets and their
development,

4. Leadership Eveluation. There has bee¢n an increasing preoccupation
with the evaluation of cadet performance outside the clessroom. Prior
to 1920 there was little need for & formal evaluation system. The Corps
was small and the subjective judgment of the Academy staff was adaquate
for the purpose of selecting the cadet chain of command; if academic and
disciplinary standards were met, cadets were graduated and commissionpad.
In 1920 cadets were selected for chain of coamsnd positions based on a
rating which combined academic performance and certain indices of parti-
cipation in athletics and extracurricular activitiea. At the same
time peer ratings to evaluate leadership were introduced. The peer
ratings were not includad in the system used to selact the chain of
commsnd.
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Significantly, the ratings (academic, athletic, extracuxricular)
were used only fer chain of command selection. In 1941, the Secretary
of War approved a system of evaluation intended to justify the separ-
ation of a cadet (or to graduate a cadet without commissioning). By
1944, Vest Point had a complete Aptitude for the Service Ratings (ASR)
System which contributed to the General Order of Merit and provided
for ratings by cadets, Tactical Officers, and others.

In later years both peer ratings and Camp Buckner ratings were
introduced. The system was redesignated the Leadership Evaluation
System (LES). The number and frequency of ratings fluctuated, but
the perceptible trend has been toward increased frequency of ratings
and degree of complexity.

The Borman Commission noted a relationship between LES and the
chesating subculture:

In some instances the Academy's Leadership Fvalua-
tion System has been used to enforce at least
tolerstion of the subculture. .With each vicle-
tion, the gubculture and its influence became

more formidable. '

The Study Group encountered ample evidence that the LES, particu-
larly classmate peer ratings, has been subjected to extensive abuse and
subversion. 1t also has failed to be of major significance in the
elimination of cadets. For example, only an average of 11 cadets are
separated from each class through LES. To many, LES is nothing more
than en inconsistent, anxiety-producing popularity contest. Though
cadets and graduates perceive the abuses in the system, they also

" believe that the system, particularly peer ratings, provides the most

valid measure of potential. Numerous studies suggest that LES with its
peer ratings is an important aggregate indicator of later Army success.
Using these ratings as individual predictors, however, is question-
able. At issue is the reliability of the ratings being rendered at
West Point today.

The clear evidence of a strainm of unreliability and that there
have been cases of intentional subversion suggest that there should
be significant revisiona of the system. Part of the abuse ie the
rewvard connection between LES and COM (in additicn to some fear of
separation). The anxiety of being rated low reflects a fear of low-
ering class standing, thereby adversely affecting branch selection,
choice of first duty station, and lineal rank in the Regular Army.
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The minimum changes required in any effort to restore health to
this evaluation system are:

~-~Eliminate the peer ratings of classmates (perhaps all cadet
ratings other than chain of command).

--Sever the relatiunship between LES and GOM or class standing
{elimination of GOM recommended elsewhere may render this moot).

-~-Reduce the administrative burden of LES.

—-Instruct cadets in what to evaluate, what aptitude for service
encompasses, and how to conduct performance counseling.

These would be the minimum changes. Perhaps the better approach
would be to eliminate the leadership evaluation as it now exists
preserving only Tactical Officer evaluations.

5. Disciplinary System. The present USCC Discviplinary System,
reasonably well understood by cadets and officers, provides a convenient
form for recording infractions and defines quite clearly the minimal
acceptable behavior in a wide range of areas. In recent years, the
Disciplinary System regulations have been abbreviated requiring in-
creased judgment on the part of the Tactical Officers, the primary
executors of the system. The Study Group strongly endorses such trends
and concludes that emphasis should continue to fall on a simplified
and generalized prescription for desired modes of conduct rather than
on a detailed list of offenses and punishments., The latter alter-
native all too ofien becomes a shopping list for bad behevior in which
the potential offender weighs his proposed transgression against the
allotted punishment., Notwithstanding the improved and improving
approaches tn the Disciplinary System, it still appears overly punitive
in its present configuration. Most cadets (85%) and recent graduates
(72%) surveyed describe the Disciplinary System as either punitive or
controlling, while only 15 of cadets and 28% of recent graduates
describe it as either educational, administrative, or motivational.
Experience with the ystem seems to have the effect of causing an
increasing proporticn of cadets to gee the system as punitive. The
data from recent graduates now serving as platoon leaders support the
same conclusion. Recent graduates also most frequently selected the
Disciplinary System as the factor which impacts most adversely on the
Honor System (this question was not asked of cadets). Regardless of
such perceptions, the Study Group acknowledges the necessity for rules
and associated punishments az an integral part of any disciplinary
system. Bul, a system overly punitive in nature or so perceived can be
counter-productive, 1t:
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--Fosters minimal acceptable performance.

~-Promotes devious gamesmanship.

-~Discourages migconduct for the wrong reasons.
—-Promotes disaffection with the operators of the system.
--Fosters compliance not intexnalizationm.

~-Enforces the "fear-of-failure" syndrome,

--Promotes an over-—appreciation of punitive leadership.

Perhaps the most perninious effects are the encouragement of minimal
acceptable behavior and a view of organizaticnal leadership based
largely on rules and associated punishments. When asked how they
would motivate their troops after graduation when demerits would not
be available, s group of Tirst claes cadets concluded that '"We'll
still have the Article 15." There are clearly better ways to develop
and nurture discipline.

We conclude that there is a structural imbalance in the Discip-
linary System resulting in a well-defined and well-understcod system
of punishments on the one hand with no corresponding or even roughly
analogous system of positive incentives on the other. DNiscipline at
West Point should include more than punishment; punighment is incidental
to discipline and not its purpose. The development of self-discipline
certainly involves more than exacting a price for improper behavior.

There sare positive incentives at West Point, but they are not in
sufficient quantity or appropriate quality to balance the well atructured
punitive image nf the punishment system--not a one-to-one correspondence
~-nor should a cadet be rewarded for merely doing his duty; but there
should be rewards for uncommon or extraordinary performance in the routine
of cadet life. The considerable body of privileges associated with each
class may properly be construed as rewards of a sort, but these rewards
or privileges are viewed by cadets as "rights" attained by virtue of
remaining in the system for a period of time and which may be taken
away as punighment,

6. Social Development. A significant conclusion from both
surveys and iaterviews 1s the lack of social maturity displayed by new
graduates. The cloistered atmosphere of the Academy, its remote location
and the limited freedom accorded to cadets, shelters cadats from
contempurary experiences. Both the demands of the academic and
mijitary programs and the austere nature of the cadet experience
justify restrictions of cadet freedom. However, we believe that the
Acadeny needs to consider carefully changes in the system of privileges
to allow greater opportunity for maturation. Privileges tend to be
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viewed as rewarde; it is important to understand that freedom to
leave the Academy zlso has intrinsic value in the development of
cadets. 'The challenge ls to find the proper balance.

7. Compecition. The young men and women who come to West
Point have a strong sense of competition. They have competed very
successfully in athletics and study activities. They come to
West Point eager for the challenge, and the Academy reinforces this
powerful motivating influence. The art of the matter is to help
cadets keep their attitude healthy. Competition always has the
potential of becoming destructive. Winning can become more im-
portant than personal standards of honesty, integrity, and com-
passion for othera. West Point needs to channel competition away
from the inter-personal and towards relevant fixed standards where-
ever possible. Whether in scademics or in athletics, the cadets
should be challenged by a clear set of objective criteria rather
than by the performance of their peers.

8. The Fourth Class System. The most vexing problem addressed
by the Study Group was the analysis of the Fourth Class System. The
beginnings of the system go as far back as Thayer, and so do the
abuses. In one way or another, every Superintendent and every Com—
mandant has had to cope with the abuses. In 1919, Superintendent
bouglas McArthur formalized a system, In part, to eliminate the
harsh treatment of Plebes, a practice which frequently carried over
into handling of enlisted men in the Army. In 1976, Brigadier General
Ulwer, Commsndant of Cadets, said:

Abuses of the Fourth Class System represent the greatest

potential for future public embarrasament of the Military
Academy. We need to keep asking ourselves the rationale

for everything we do within the Fourth Class System.

The Study Group readily recognizes the virtues of the Fourth Class
System. It 18 an effective tool for soclalizstion and equalizaticn
of cadets. And the stressful environment probably contributes to
the learning and preparation necessary to bacome a cadet. The sense
of pride and cohesion from having endured a grueling experience are
clear contributors to individual and group confidence. Moreover, it
is an important element of the traditional West Point Experience.

But, the Committce ig geriously concerned over both the potential
for abuse and the potential 11l effects of the system itaself.

*
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Every year in the recent nast, Cadet Basic Training--Beast
Barracks-~begins with the strict intent to provide supportive and
positive leadership in a demanding environment. But soon, as one
long-time observer puts it, "the mad-dogs of August are unleashed."
It was reported to the committee that in 1976: "At the end of the
first week the King of the Beasts called in the detail and told
them, 'I want to see some smoking butt out there.'"

At the same time theru are examples of more supportive leadership,
and there are clear indications that those cadets exposed %o such
leadership perform better both during CBT and afrer joining the Corps.
But, far too much negative leadership remains. And in September, when
every Plebe is totally subject to every upperclassman, the difficulty
of monitoring the system multiplies.

Throughout the year reports of prcoblems ranging from personal
services to verbal abuse and threats to run Plebes ‘“out of the Corps"
continue.

It has been said that the thing wrong with the Fourth Class
System 18 not what is does to Plebes, but what it teaches upper-
classwen. And, indeed, Plebes are somewhat stoic and philosophical
about the system, although they view it as unfair and abusive. Of
course, this year's Plebe is next year's urperclassman, end the
lessons learned are not lost. And it is this self-pcrpetuating nature
of the Ylebe leadership experience which is so frustrating. Based
upon a study of the Fourth Clazs System, an earlier Commandant
established new precepts for thie treatment of Piebes. The Commandant
noted:

...Commencing on the first day of New Cadet Barracks... the
Class has been functioning under the following percepts:

a. To treat Plebes with the same dignity and respect
an officer displays towards an enligted man.

b. To assume from the outset the Plebe had por-
formed commendably while in secondary school in order
to qualify for entrance, and was motivated to be a
cadet, otherwise he would not have entered the gates;
then to build upon his past performance and his motiv-
aticon.

¢. To realize that the mission 18 to train, develop and
support the Plebe, not to terrorize, threaten, degrade or hu-
militate him.
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But the Commandant was reassigned early in the Fall, once again,
the continuity of purpose was broken and the self-perpetuating system
was triumphant.

The Study Group is not only concerned over the difficulty in elimin-
ating abuse but also with some fundamental aspects of the system itself.
We have concern cver:

~-The total and pervasive authority over Plebes.
--Fundamental assumptions about stress.

Basic to the abuses of the system and to the negative leadership
experience is the near absolute authority held by upperclassmen. The
Study Group has not done exhaustive review of psychological research
in authoritarian relationships. There is, however, evidence which
suggests that absolute authority not only encourages harsh and abusive
behavior by the person in authority, but also encourages weak, indecisive,
and negative behavior by the person subjected to the absolute authority.
Morecver, since all upperclassmen wield authority but have routine
leader responsibility only to the Plebes in their company, it becomes
authority without responsibility and can be subject to capricious use
when applied to others.

In practically every discussion of the Fourth Class System, one |
encounters the fundamental assumption that stzess, however produced, ;
is beneficial. Significantly, the official system refers to "controlled
stress.' Stress properly controlled, probably does enhance learning
and shorten the adjustment period, but whether it develops a person who
can function effectively under future stress 1s less clear. The major
provblem is that the system is administered by upperclassmen who do not
understand strese, now 1t operates, or its potential for harm. In
fact, part of the implicit logfic supporting the continuance of harsh
leadership is that '"stress is good for the Plebe, it is easy to create
stress by yelling, ergo, yelling is, if not good, not too bad." Many
cadets express the idea that they are left without leadership tools if
they cannot deprive Plebes of food or use verbal abuse. This belief,
of course, ignores the fact that stress, if that is the aim of the system,
can be created in a much more productive fashion through calm and even
supportive challenges to meet demanding standards. Moreover, in its
evaluative function, the stress aspect of the Fourth Class System also
may be producing negative effects. A young man or woman who decides
not to put up with the stress induced by negative, abusive leadership
and purpeseless activity may be, in fact, demonsatrating the qualities of
intelligence, independence, and maturity that Weet Point and the Army
want.
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That there iz something wrong with the method of inducing stress
is implied by & recent study of the Fourth Class Syatem which makes
the following observations:

That the unstated mission . . . of creating a stress-
ful environmert for the new cadet . . . (and) the stated
mission of developing leadership skills of the upper
classes are antithetical and wiil remain so as long as
the upper classes are expected to do both, provide a
stressful environment and learn modern leadership

techniques. |

Unfortunately, the study falls into the simplistic trap already ‘
discussed. 1t accepts the contention that stress can only be created |
through abuse, We find it difficult to accept practices at West Point |
that are nmot transferable to the Army. There remains the question of |
whether stress is the goal of the system; it may be only a by-product. i
The true challenge of the system may be simply Lo develop habits of i
responaibility and self-discipline by meeting rigorous but reasonable

demands.

In summary, the Study Group views the Fourth Class System with
much ambivalence.

--We recognize that there are abuses in the system, but ve
also vrecognize itn uses. Thus, we cannot yet justify recommending ics

elimination.

~-However, we think the Fourth Class System carries the seeds of
continuing, self-perpetuating failure unless significant changes are
introduced.

--If the closed cycle of dysfunctional leadership involving the
Plebe, the upperclassmen, the new graduate, and the Tactical Offtcer
cannot be broken, we would encourage the abandonment of the systew
for a least four years with its reintroduction being carefully de-

signed from a "zevo base."

Another, somevhat minor observation cf the Study Group relates to
Fourth Class knowledge--or 'Plebe Poop." What originated partiy as !
college humor and partly as a means for preserving truditions has become
a purposeful, time-consuming system. It seems bizarre to give written
examinations on "Plebe Poop'" and to interlace the traditional with a
sort of psuedo-relevance embodied ia learning the specifications of
miseiles, tanks, and other hardware. We discovered that the information
wes neither well underatood nor long remembered.

9. The Advent of i‘ni»n. We noted wirh satisfaction the compatence

and sincerity that have characterized West Point's efforts to integrete
women cadets into the routine of Academy life. The results of prior
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planning and the sense of commitment on the part of West Point are
evident. Many of our observatione may only suggest areas to be watched
in subsequent evaluatilons.

--The Effects of the Plebe Year. Though men have undergone the
rigors of Plebe year for decades, the data obtained may not be com-
pletely transferable to women who may not react with the same pay-
chological or paysiological manifestations as their male counterparts.

--Appropriate Role Models. There are currently few women officers
on the staff and faculty. Consequently, the female cadets have a
limited number of role models for emulation. Of significance is the
absence ot a woman Tactical Officer. As the Tactical Officer is the
most visible and influential member of the non~tenured staff and faculty,
the absence of a female Tactical Offirer would geem to be a problem,

--Speciality Selection for Women. Though at leaat three years distant
at this juncture, the question cof speciality choice for women graduates
will continue to become incressingly important. Interest will come not
only for the women cadet as she grapples with the realization of eventual
comnissioning and its concomitant responsibilities, but also from other
observers both inside end outsice the Academy., Early study and resolution
of the speciality options available to women cadets would aseem key to
alleviating potential areas of uisunderstanding or confusion.

10. Sex Education. Given both the intensity and proximity of
living conditions at West Point, there would seem to be a need for sex
education that addresses the mutual responsibilities and obligations
for both gsexes living in such an environment. The education should be
straight forward, mature, and sufficiently broad to encompass physi~-
olugical features, reproduction, contraception, hygiene, and responsi-
bility.

F. Military Education and Training

1. (verview. One of the comments of the Borman Report amd a
recurring theme from interviewrs with senior officers, both active
and retired, is that West Point should not be in the business of
producing branch qualified lieutenants. Most hold this view because of
a concern that such ertensive mlilitary training will, inevitably,
erode the academic side of the iLcademy, either through direct competition
for tiwe or through attraction of interest, or both., Others, conceding
that branch qualification is reasonably within reach and not necessarily
a negative force, are more concerned over the added pressure and inten-
sity of the West Poiut experience The Study Group was struck by the
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unremitting purposefulness of West Point in ita every activity. For
example, after having heard from graduates of several years ago of the
virtues of the Third Class summer at Cemp Buclkner in terms of class cohe-
gion and a relaxed but productive field training program, we are sur-
rised by the intensity of the contemporary Third Class Summer. While
the official schedule would argue that there is ample free time,

the schedule fails to reflect s myriad of things which absorb the
cadet 's time (e.g., preparation for training, travel to and from

Fort Knox).

Wnile speciality qualification probably can be accomplished in the
summer without ‘nterfering with academic studies, the price in-
creaged Intensity of the cadet experience probably makes it uuwise.
Moreover, the nature of recently planned chunges in Officer Basic
Schools make Jt clear that, in two or three years, it would be nearly
impossible to achieve cpeciality qualification without a major impact
on the cadet and probably the scademic curricula.

This 1s not to say, however, that one should sacrifice quality
training, perhaps some of which is speciality related, or fail to give
the West Point graduate unique intellectual depth in the profession
of arms. Unfortunately, the issue of academic education versus
military training, the inherent duality of West Point, is too often
misunderstood and debated in imprecise and improper tarms:

—-Much of the criticism of that called "Military" centers un
Cadet regulations, Cadet discipline, and other uniquely cadet activities,
which are viewed as harassing, inconaistent, and fundamentally unfair.
The issue is not whether there should be regulations and discipline but,
rather, 1s the application of regulations and discipline even, sensible
and mature.

--Too frequently the responsibility for providing experience |-
relevant to the Army is translated into the simplest of gkill training :3
rather than into the requirement for an intellectual grasp of the
military calling and the alignmeat of leadership practices with thoase
in rhe Army.

~=Much of that which 13 done could be much improved, yet the
issue is seen only irfrequently as a matter of quality.

--Anything military is irequently considered unintellectual or
antithetical to academic pursuits.

In short, the fregquentliy emotional and always imprecise debate fails
to address the important issues, The Study Group abaply cannot

accept the Implicetior that tad lieutensants make good gemerals or that
West Point should coucentrate on developing lieutenants rauther than
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generals., Thepe are false choices, cholces that 3houid net be posed to
West Point. We belleve that cadets can be given bettar than average
pre-conmission skills, relevant &nd beneficial leadership experiences,
and & unique intellectual grasp of the wilitary. But, the tome, content,
and quality ¢! the “military' couponent arw not adequate to the task.

2. Acsdemic Year. The Military Science instruction during the
academic year clcscly approximates that taught in sny ROIC program
and is fafithful to the pre-commissioning ohjectives established by
the Army. The content and sequencing are tailored to prepare the cadet
for summer training, e.g., squad tactics are taught in the spring
before Buckuer.

Given, however, the sizeavle smount of time available for military
training ovorall in the academic year and swmmer, there is emozmous
opportunity cost in the currvent program. West Point, alone among the
pre-commissioning sources, offers the opportunity to provide intel-
lectual depth in the study of tbe military professionu--most things’
required for military skills can be provided during the summer period--
and the academic year provides thz oprortunity for a unique ~xperience.

The committee strongly urges major changes ia the curvicula and
pedagogy for Military Science.

--=Courses shouid be provided in subjects with inteliectual con-
tent. Some examples are Evolufrion oi the Military Profession, Com-
parative Military Systems, Modern Warfare, Professional Ethics, aud
the Americen Soldier,

--Both tc bridge the gap between military professional instruction
and academic studics and o reinstitutc the role of the Tactical Officer
as instructor and teacher, classes in Military Scilence should call upon
Academic Instructors and Tactical Officers as team teachers.

3. Summer Training. The West Pcint summer training progrsam
offers a greac opporrunity to give the cadet challienging experience
and meaningful leadership opportunities. The current progran is both
popular with cadets and eifeccive in providing training aad experience
for develovment as Aiuy Officers. Nevertheleas, the Committes {eels
that there are sore improvements which could be mede. There impiove-
ments feature:

-~Introduction of a gummer program placing the cedet in the
TDrill Cadet sting the Drill Sergesnt. The

training base as a ass’.

cadet i3 well founded in the Schonl of the Soldiur and in besic rifle
maruvsmanship. With these wkillc, the cadet could b2 expossd to a
realigtic leadership situation as a trainer. Both the Air Force und
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the Navy already have a similar program. We believe this program

will gerve to attemugte some of the negative leadership experiences by
placing the cadet in a resl military enviromment. It 1is aiso important
to note that it is intended that the cadets not be given officer priv-
ileges while in the field; rather they should g get a total appreciation
for the noncommissioned officer role.

--Elimination of some Cadet Military Skill Training (Airborne,
Ranger, etc.). We seriously question the cost and utility of gome
of the Skill Training, particularly expensive training which has
limited application and offers little return tn the Army. And we
would sacrifice all Skill Training prior to grauduation if necessary
to free Second Class summer for the Drill Cadet Program. We do
acknowledge the value of Ranger and Airborne Training, but these
could be taken after gradustion. Alternatively, the sacrifice of
some leave would allow both Airborne and Drill Cadet Training in the

|
same supmer. }
|

-~Elimination or reduction of First Class Participation at Camp 5
Buckner to free the First Class Cadets for more rewarding activity such '
as branch-oriented Cadet Troop Leader Training (CTLT). The new Third
Class would assume the major responsibjility for running their own
organization and much of the training. There is precedence for this |
arrangement, and we think it would be beneficial to the Third Class. ‘

--Reduce the amount of leave for some cadets as required to meet !
the demands of the recommended training. |
!

~-Retention of Cadet Basic Training (CBT). This is one of the more
important aspects of the cadet experience. While we do nut believe that
cadets retain the substance of CBT (analogous to Army Basic Training) the
physical training, the demanding schedule, and general enviromment are
important to the transition from civilian to cadet.

~-Retention of Cadet Troop Leader Training (CTLT) but conducted in
First Claes summer and with branch-related experience. The CTLT "3d
Lieutenant' program is universally applauded as providing a realistic f
experience for cadets. By providing for tentative speciality selection
in Second Clsss year and conducting CTLT during First Class summer, we
s2e a somewhat more relevant experience.

The opportunity for noncommissioned officer experience in the
Army (Drill Cadet) and for speciality related 734 Lieutenant" experience
(CTLT) is an important change to summer training, exploiting the
opportunity to make West Point treining unilgque.
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In summary, the preferred sunmer training program is:

Fourth Class Summer Cadet Basic Training (CBT)

Third Class Summey Cadet Field Training ‘
(Camp Buckner) :

Second Class Summer Drill Cadet (aund, possibly, Airborme)

First Class Summer CBT Detail and CTLT

4. Physical Education. Physical conditioning is critically
important to the Artmmy combat arms officer, and physical education is
done exceedingly well at West Poimt. Although physical education
absorbs a good deal of the cadet's energy, we are reluctant to recom-
nend raducing the scheduled hours. The actual scheduled hours have
been decreased over the years and are fewer than either of the other
major academies:

Phys Ed

Clasges Tests Intramural Total :
USMA 127 hours 12 42/9% 181/9* '
USAFA 146.7 12 90 248.7 é
USNA 137.5 32 60 229.5

*There are 9 optional houre in Spring Intramurals. The 181 !
mandatory hours compare to approximately 225 total mandatory
hours in 1958,

While we would not reduce the scheduled hours, we are coucerncd
over the leverage exerted upon the cadet by the Office of Physical
Education (OPE) grading system. Many of the grades are awarded on a
normative basis (highest grade based on best individusl cadet per-
formance, with set percentages for failures), thereby introducing
the potential for never-ending physical competition. It seems that
a minimum absolute standard should be established with either Pass/ :
Fail grading or succesaive absolute levels for higher grades. j

£ Another concern of the study group is the progrem for women
cadets, It i8 our observation that there is a near cbsession at West
Point when giving women, as nearly as possible, the same physical
education program as men. Our intuitive feeling is that the physical
stress is excessive and that the level of physical conditioning being
demanded may not be justified for future service. The justification
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for the physicsl education program is frequently that "equal effort"
is being extracted from both male and female cadets. While the

idea is appealing in support of the assertion that there is a "eingle-
track," we are uncertain that such a precise distinction can be uwsde,

5. Speciality Assigmnments. Traditionally, the selection and assign-
ment of specialities (Branching) at West Point has been done by GOM
standing. The Study Group has advocated elimination of GOM and we
understand that it has been eliminated, The issue now is to devise
an alternate branching method. .

On examination, it seemed sensible to consider a way to aassign
specialities based upon demonstrated ability and aptitude rather than .
interpersonal competition. The solution appeara remarkably simple:

--Departuent of Army would aasign tentative speciality quotas to
West Point during the spring of Second Class year, thereby permitting
branch-related "3d Lieutenant" training. g

~-West Point would then assign tentative specialities to cadets based
upon: branch preference, academic performance, military performance,
and other criteria such as interest testing.

We visualize a continuing dialogue between West Point and Army
personnel managers which might result in adjustments to quota allocations
prior to tentative selections and could enable changes and reallocations
after the branch-related CTLT.

The Study Group did not examine in detail the issues of which
specialities should be available for women or the implications of
allowing maule cadets routinely to select other than combat arms. Any
review of speciality selection for male cadets must, inevitably, consider
the policy for women. We note, however, that the graduation of combat
arms leaders is a unique rationale for West Point.
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CHAPTER VII

INTERCOLLEGIATE ATHLETICS

A, Introduction.

The athletic program st West Point, encompagsing extracurricular,
intramural and intercollegiate activities, plays a major role in
shaping the Academy environment snd contributes directly to the cadet
development process. Aaside from certain facilities shortfalls, the
extracurricular and intramural athletic programs are sound, while
the intercollegizte athletic program needs revitalizetion. The
recent efforts towards improvement need to be continued and intensified.
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Although the Army Athletic Association (AAA) fields more inter- |
colleglate teams whose yearly winning percentages are consistently bet-
ter than most undergraduate schools in the country, the perception of
success of the intercollegiate athlietic program hinges directly
on the achievements of the major sports, especially football. When
major athletic teams fail to produce outstanding results, to include
wins over other service academies and nationally recognized teams, there
is a resultant negative impact on the esprit de corps of the commumnity,
the naticnal image of the Academy, and the finsncial posture of the
AAA.

In recent years, athletic teams in major sports at the Academy have
not had impressive records. The 1957-1976 record of the traditional
major athletic teams that compete against Navy reflects a losing tremd.
In the last five years, the net results against Navy are striking-~l11
wins, 39 losses and 2 ties. Traditicnal rivalries aside, results of
r intercollegiate athletic competition with the other service academies
are especially meaningful since each faces, by and large, the same re-
cruiting challenges.

Several factors have contributed to a general lack of intercollegi-
ate atletic success. These key factors include: lack of an instftu-
tional commitment to intercollegiate athletics, role and composition
of the Athletic Bosrd, the tenure and qualifications of the Director of
Intercollegiate Athletlcs (DIA) and the organization and mansgement of

: the Army Athletic Associlation,

B. Institutional Commitment to Intercollegiate Athletics.

Excellence in athletice is as inhersnt tc the mission of the Military
Academy as excellence in studies end military training. USMA intercol-
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legiate athletic teams, representative of the institution, are expected
toe excel in competitive athletica. Institutional commitment to ex-
cellence in intercollegiste athletics can be achieved without detri-
ment to other outstanding Academy programa and can be manifested by:
clearly defined statements of intercollegiate athletic policy; expres-
sion of concise intercollegiate athletic goals and objectives; visible
efforts to increase the degree of alumni support through the Association
of Graduates; construction, operation and maintenance of outstanding
athletic facilities; frequency of visits of Academy officials at team
practices, NCAA contests and press functions; enthusiastic, voluntary
spectator support at team practices and games by the entire West Point
community; the degree of professionalism exhibited in the wanagement

of the intercollegiate athletic program; and finally, making this

conmi tment to excellence visible to the Corps of Cadets.

Informally, the Academy does have a goal relative to intercolle-
glate athletice--win 75% of the contests and at least 502 against
other service Academies. Although a step in the right direction, a
more comwplete statement of objectives should be developed and promulgated
formally for each sport which would include the level of competition, the
degree of national recognition desired, and post-sesson competition
aspirations. An expression of such objectives can serve as the nucleus
of a "win" philosophy &t the Academy which coaches, managers, and
officials at all levels of the Academy should support in the overall
‘administration of the intercollegiate program.

The lack of institutional commitment is also apparent in
the mediocre athletic facilities. A prominent Review Panel on
Intercollegiate Athletics and Physical Education appointed by the
Superintendent in 1972 declared &s inconceivable the fact that the
Nation would allow the athletic and physical educatican departments
to function with the mediocre facilities which currently exist.

The Academy must not be satisfied with mediocre athletic facili-
ties and must provide for their timely replacement or renovation,
During the past ten years, more than 80 NCAA schools have built new
basketball facilities. Seventy-five percent of these have seating
capacities of 5,000 or greater and 48 percent seat more than 10,000,
In addition, 29 NCAA schools will complete new basketball facilities
in the next five years. At West Point, the current baskettall floor
ia over 38 years old and located in a field house of equal vintage.
The basketball court and stands, not only unsatisfactory for a
basketball facility measured by today's standards, alsoc preclude
effecrive utilization of the field house for wore suitable purposes.
The current hockey facility, constructed in the early thirties, also

needs a replacement.
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At West Point the current 1,500 seats for hockey end 3,100 for basket-
ball have besn marginally adequate at best, In recent years, experience
shows that standing room cnly has been available for games with recog-
nized oppononts and, given adequate facilities, greater attendanca can
be promoted. The Academy should plan on a priorxrity basis for greater
sesting capacity for both hockey and basketball., Seating capacities of
about 4,000 for hockey and 7,000 for basketball appcar to be reasonable
considering construction costs and future attendance expectations. Other
priority needs include renovation of the football stadium, gymngsium al-
terations, and additional outdoor athletic areas. i

Another srea of support for the USMA intercollegiate athletic pro-
gram, not fully exploited compared to other institutions, is the Alumni
Asgociation. Declarations of moral support from trustees as well as
contributions to athletic programs and facilities should be solicited
so that alumni intere-_ uad esupport complement the Academy's institutional
commitment to athletics. Recent efforts in support of the astroturf
project for football serve as an example of the potential benefits to be
derived from increased alumni involvement,

The Superintendent must be the catalyst in the development or
elaboration of the institution's commitment to intercollegiate athletics.
Once the institutional commitment is defined and understood by the
community, organizations can be formed or structured to attain stated
goals, and managers can develop reasonable plans toc achieve objectives,

C. Athletic Board.

Employing a board, council, or committee to advise college or
university executives on athletic policy matters is & standard practice.
The diversity and intensity of the West Point curriculum dictate the need
for a representative, knowledgeable body to advise the Superintendent on
gthletic policy. Presently, the Academy supports approximately 59 sports
at levels which include intercollegiate, club, intramural, physical ed-
ucation instruction, and recreation services, The diversity of the
program is further amplified by the existence of intercollegiate "JV" :
or freshman teams backing up most varsity squads as well as the im- ;
minent establishment of a comparable structure for women cadets, !

In conparison to athletic committees at most other schools, the |
Athletic Board is unique in its composition and scope of delibsra-
tions, In addition to a balance of faculty members and represenatives
of other university activities, many institutions include students and |
alumni on their boards wherezs the Athletic Board at Weet Point is !
weighted heavily with senior personnel. 1In the majerity of institutions,
although not seperifically stated, athletic committees exist as much for
the purpose of serving as a community sounding board to assist athletic
department heads as they do for advising institutional executives on
spacific athletic policy.
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Because of the authority cof the Athletic Beard, the degree of autonomy
accorded the Director of Intercollegiate Athletics at West Point to manage
Army Athletic Association business is noticeably less than that found at ,
other Institutions. The Athletic Board involves itself in che operatious ;
and business practices of the AAA in great detail, which may be attributed :
to a lack of confidence in AAA management. Conversely, AAA management may |
not have been effective because of this involvement, Another possible
reason for Athletic Board's involvement is the threat, resl or imagined,
of "big time" athletics detracting from the military and academic programs.
Whatever the reasons, the Director of Intercollegiate Athletics cannot be
held reasonably accountable for management of the AAL as long as the
Athletic Board continuea to exercise direct influence and involvement cn
most facets of AAA operations.

Based on a review of other institutions' experience, a standing
comnittee on athletics, advisory to the Superintendent on athletic
policy matters, could ensure an integrated, coordinated and balanced g
program at West Point. Since the expansion of the Corps in the mid-~
sixties, a significant growth in extracurricular athletic activities has
occurred and is growing further with the introduction of women cadets.
Several activities, to include the AAA, Office of Physical Education ;
(OPE), Cadet Activities Office (CAO) and Recreation Services Division, ;
compete for West Point's limited athletic resources. The need for an ;
organizational focal point to ensure a reasonable balaince among these :
competing demands has become increasingly apparent, In lieu of the i
current Athletic Roard, a representativs athletic committee, advisory in ?
nature and responsible for looking at the total athletic program, to
include facilities, should be considered.

In the final analysis, regardless of how such a commitlee is struc-
tured, it is imperative that it be advisory to the Superintendent sc as
not to infringe on the menagemant prerogatives amng responsibilities of
the DIA, 1In this regerd, tl.: charter of the athletic committee should

be as precise and definitive ae possible.

D. Director of Intercollegiate Athletics (DIA).

In today's coupetitive world of intercollegiate athletics, one of the
greatest challen.es to athletic directors is business management, All
athletic directcvrs interviewed advocated the increasing need for busi-
nees experience and ability to mensp2 a successful athletic program.

In addition to businegs experience, the DIA should also be a West Point
graduate knowledgeable of intercolleglate athletics. 1In ghort, precise
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selection criteria for the DIA should be determined, promulgated and
applied when the occasion for his selection requires. Further, the per-
formance of the DIA should be evaluated not only on the won and lost
column and the financial posture of the AAA but additionally on his
relationship with the community and the institution., Lastly, the posi~
tion of DIA should be accorded additional prominence by including him

as a member of select Academy committees or boards so that better
communications and understanding are established.

E. Army Achletic Association (AAA).

In the last 20 years the AAA management structure has expanded
with the proliferation of assistant athletic directors and coaches re-
porting to the DIA, This wide span of control, short tenure of the DIA,
and the dominant role of the Athletic Board may have been responsible
for deficiencies in long-range financial and facilities plans, promo-
tional accomplishments, and overall organizational effectiveness.
Expeditious functional realignment and revitalization of the AAA is
necessary to provide for a dynamic organization which is competitive
within the Academy and NCAA environments,

The AAA has proliferated the title of "Assistant Athletic Director"
without attendant increases in responsibility accorded such pesitions.
At present, the DIA has five assistant athletic directors, four addi-
tional activity managers and more than twenty varsity coaches reporting
to him, Fewer assistant athletic directors with broadened roles would
reduce the current span of control of the DIA,

Apprcpriated fund support for infteiccllegiate athletics derives from
multiple sources. The current level of funding has been reached incre-
mentally over many years and appears to have been determined primarily
by availability of appropriated funds at West Point and not through
congideration of entitlements or requirements of the Office of the DIA.
In comparable civilian instituticns up to two-thirds of athletic oper-
ation budgets are supported by the schooi or the alumni from funds other
than the athletic departments,

The AAA has not placed sufficlent emphasis on improvement of finan-
clal posture through increased promotioral activities and programs.
Ticket salev,; local AAA chapters, and fund raising campaigne in coordina-
tion with activities sponsnred by the Association of Graduates could be
further exploited to reduce t.:e financial burdemn, Additionally, the
absence of & long-range financial plaen rrovides the opportunity for in-
advertent, inconaistent and uneconomic&l decision making by AAA slements
responsible for financiel manegement sand planning. Organizationally, the
ticket manager has been an sesistant director equal to the busineus
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manager. The recent decision to place ticket management under the As-
sistant DIA for business was sound., Consideration should also be given
to combining other AAA functions that impact directly on financial
management., Such reorganization would establish clear respomsibilirty
and authority for financial management and business functions under one
organizational element and enhance coordination for those activities
whose roles impact on the AAA financial posture.

Most major institutions give considexable emphasis to athletic
promotion because of its major impact on revenue and recruiting. The
promoticvnal chsllenge at the Academy exceeds that of most institutions
because of the magnitude of the athletic program, the corresponding re-
sources required to sustain it, and the expectations generated from
West Point's past reputation for excellence in athletiecs. As part of the
overall promotion effort, media cov-vage of Army athletics in the locality
of West Point and vicinity is excellent but the Academy is a national in-
stitution and aggressive e®forts should be made for extensive national
media coverase. The AAA <nutributes to the total promotional program
of the institution by scheduling intercellegiate contests geographically
dispersa:d on a national basis., Because the Academy strivas to attract
outstanding scholar athletes from all parts of the country, comprehen-
sive media coverage nationwide is =ssential to capitalize on jits geo-
graphically representative scheduling.

Press relations provide the means to generate good amedia coverage.
Coaches, prefessors, officer representatives, key institutional execu-
tives, cadets, and staff and faculty should support the DIA in this
important program. It is the perception of many personnel affiliastad
with intercollegiate athletics that top military officials at the
Acadeny are reluctant to endorse the promotional effort in an outward
aggressive manner. To further enhance this program, press relatiorships
and facilities for major athletic events require improvement.

The established office for promotion of intercollegiate athletics
at West Point is the Sports Information Office (SI0) which is a branch
of the Public Affairs Office (PAO). Although supportive ¢l many
of the informational needs of the AAA, the office 1is not staffed with
gufficient personnel or with the requisite expertise to maintain an
aggressive, well rounded promotional program., Consequently, some es-
sential promotional functions are delegated to asaistant athletic
directors and coaches., The AAA should consider the esiablishment of a
promotional office, headed by a qualified individual on a perscnal
service contract basis, under which the present Sports Information Of-
fice would function as one part.

The responsibility of the Director of Athletics te encourage out-
rtanding scholar athletes to attend the Academy cannot be overemphasized.
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Consideriung contemporary attritudes concerning a cereer as an Armly of-
ficer, the demanding scademic curriculum, and the five-year ovbligation,
it #s another of the most challenging responsibilities of the DIA,
Because of its importance, visibility and controversy. the process em-
ployed by the DIA to encourage scholar athletes to sezk admission to
Wesv Polnt warrants constant evaluation and emphasis.

An athlete selection program requires significant assistance from
nutside sources in order to be successful. The key to success is com—
munication through efficient and effective dialogue with the fileld. The
current athletic recruiting program 1s only marginally effective,
Significant improvement must be made in this important arca. Regardless
of the ability of the coach, the quality of the zthlete determines
eveniuval guccess in attaining a winning program. OCur research indicates
that many athletes recruited by the Army Athlecic Association have failed

to earn a letter in the sport for which they were recruited. Certainly

this area needs immediate attention, Statistics should be carefully
compiled in order to determine the effectiveness of the recrulting pro-
gram. Academy graduates, especially former lettermen, have indicated to
the study group their dissatisfeciion with the current recruiting program
in that they have little oppcxtunity to participate 13 the system.

This important source of assistance should be expluited by revising cur-
rent recruiting programs.

Becsuse of the significant influence a coach has on the cadet de-
veliopment process, a large part of the criteria used by the AAA to select
a suitable coach is already predetermined--similar to the criteria for
a tuctical offlicer, instructor or staff member. The key variables in
the gelection process for a coach are professionalism and competence in
his sport, In recent years the level of coaching expertise considered
or even the decision to hire or fire a coach or assistant coach was
basec primarily on the AAA financial posture without suftficient consid-
eration of the needs or pricrities accorded each sport as part of the
overall program, The required degree of professionalism and competence
desired of a coach of a pairticular sport should be predicated on the
goals and objective: of the institution for the particular sport,

Since more than 20 varsity teams engage in NCAA competition, and

gports for women cadets will soon be added, decisions concerning
priorities among sports and levels of competition by sport must be made.
Such ordering of priorities bv competitive level will place e: *h sport
in proper perspective and contribute to the establishment of reasonable
coach selection criteria.
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The number of civilian sssistant coaches auihoriged in oxder of
priority, by sport, should be clearly stipulated on a timely basis.
Institutional goals for each sport and the experience of other
successful institutiong in that sport should be considered. Criteria
for civilian asssistant coaches should include utility as sesistant or
head coaches in other sports. Contractual arrangements for civilian
assistent coashes, to include those with dual capacity, should be rele-
tively consistent and comparable.

In addition to the ability cf the coach to wia, to recruit, to as- .
sume a leadership role with cadets, and to represent the iInstitution,
his performance algso should be reasured on administrative ability to
include participation in the budget process. All coaches should be
required to participate in the complete budget process, to accapt the
responsibility of operating within mutually agreed upon budget limits,
and to make & p: sitive contribution to more eff ctive fiaancial manage-
ment. The maintenance and annual update of a threa-to five-year budget
projection should iIn itself serve as the needed catalyet to ensure !
greater coach participation and accountability.

Because of the unique environment of West Point, intercollegiate
athletics have problems and challenges not found at civilian institutions.
Innovation, dedication, and ingtitutional commitment are required to ensure
excellence in intercollegiate athletics. Athletics play an important
role ir the cadet develupment process and all concerned should measurably
contribute to this process,
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(HAPTER VIII

EXTRACURRICULAR ACTIVITIES

Extracurricular activities can play a vatal role in developing the
cadet into a well-rounded Regular Army officer, Wher they are broad-
ening, educational, and voluntary, they contribute to cadet welfare and
morale and enhance cadet intellectual, physical, and moral development.
GCadets may participate in interccllegiate athletic competition, other
than varsity sports, through such club sports such as rugby, volleyball,
and water polo. Although free to join any activities that interest them,
they are cautioned against becoming unwisely overcommitted.

The Cadet Activities Office (CAO) is responsible for the super-
vision of all clubs or activities., Activities are started or ended ac-
cording to cadet Interest; final approving authority rests with the Com-
mandant, The CAO monitors this interest level very closely, in part by
reviewing annually the minutes of all clubs. Of course, budgetary re-~
strainte also check unwarranted growth in the types and numbers of activi-
ties offered.

The clubs or activities are categorized into six groups (see Figure 1):
academic group (17), competitive athletic group (15), military skills
group (8), recreaticnal group (3), religious pertlicipation group (10},
and support group (26), Each group is monitoved by a speciflc office
having a direct interest in that group. For example, the Director of the
Office of Physical Education monitors the competitive athletic group; the
Director of the Office of Military Instruction has respousibility for the
military skills group; and the Chaplain looks after the religfous parti-~
cipation group. Group monitors provide guidance and assistance to the
varlous officers—-in-charge, recommend changes in activity policies and
regulations, and submit nominations for officers-in-charge. The officers-
in-charge (0IC) are volunteers from the steff and faculty, whoe are en-
dorsed by the Commandant and approved by the Superintendent. The OIC
supervises the cadet~in-charge (CIC) of the activity, enforces pertineunt
regulations, and attends club meetings and trips.

The Study Group found that the Cadet Activities Office, functioning
under the Commandant, was generally innovative and enthusiastic in serv-
ing cadets and their guests. There have been several recent changes
that reflect more efficient management. Budgetary and fund disbursing
activities are consolidated under a single manager. Preseutly, new con-
tracts are being negotiated for cadet use of hotels during foctball trips
In order to provide better but less expensive facilities. The cadet
hostess has been glven more autonomy in order to improve her effectiveness.
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The Study Group concludes that extracurricular activities at West
Point ave well managed and serve the needs of the cadets. Numerous and
varied, they broaden cadets intellectually, physically and professionally

and expard their interests.

-
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CHAPTER IX

THE HONCR CODE AND SYSTEM

"A cadet will not lie, cheat, or steal, nor tolerate those who do."

A. Introduction

The Study Group has considered carefully the Honor Code and Honor
System~-those which are so central to every aspect of West Point life.

While the Borman Commission examined the Honor Code and System in
some detall, that examination was in the specific context of the Electri-
cal Engineering 304 incident. The Study Group has endeavored to look at
the Code snd System somewhat more broadly, building upon the work of the
Borman Commission.

What we have done is review the causes believed by the Borman Com-
mission to underlie the Electrical Engineering 304 incident. Whila
institutional failure may well have been a contributing or even a major
factor, we observe that those involved were mature and intelligent young
men--part of a select group--and that they could not have bean unaware of
the implications of their actions. Indeed, one must examine the relation-
ships between institutional and individual responsibility with some caution.
Neither responsibility is absolute and it is just as unreasonable to excuse
all individual responsibility simply because the institution falls short of
perfection as it is to place total respomsibility on individual behavior
without regard to the institution. Furthermore, overdrawing the cause-effect
relationship could lead to the erroneous view that institutional modification
would preclude "another Electrical Engineering 304"; the unpredictability of
human systems ensures that the potential for fallure is always present,

Nevertheless, whether dealing with the Academic Program, Military
Training or the Honor System, it must be accepted that institutional
failuree which entice lying or cheating, or which encourage (cr even
only accommodete) attitudes of disdain for excellence and disillusion-
ment with the insctitution, inevitably crode tne honor and integrity of
the Corps.

B. An Initial Appraisal

Clearly, the West Point Honor Code i3 unsurpassed among Amerxrican
colleges in its erxsacting nature and in the rigorcus damands of the swp-
porting Honor System. One of the initial and important conclusions of




the Study Group was that the Honor Code and Honor System were laboring
under &n unreasonable bhurden.

~ Unreasconable in that an axacting cocde was supported by an inflex-
ible system of enforcement which carried a singls sanction--permanent
aeparation.

~ Unreasonable in that perceptions and expactations are such that
some view the code ss a comprehensive guide to aethical and moral be-
havior,

In the firat instance, dieillusionment and lack of fauith have bsen
engendered by bizarre cases where the Honor System was not gufficisntly
flexible to accoumodate trivial or totally unintentional offenses. In
the latter, there is imparted both an unwarranted asanctity to the code
and a distorted and fatally truncated view of ethical obligationm.

Compounding the burden are the "mon-toleration' feature, which re-
quires 3 cadet, as a matter of honor, to report all transgressions of
the Code, and the universal jurisdiction which applies the Code and Sys-
tem everywhere and at all times,

C. In the Aftermath

In respongse to both the Borman Commission and the Study Group, West
Point has alresdy taken ateps designed to improve the Honor System and
to improve perceptions of the Honor Code.

- West Point has established a committee to review the formal ethics
instructicn and has begun formulation of & comprehensive four-year pro-
grsm. The Study Group recommends a thorough but a ceutiocue approach in
this area which allows the Academy to acquire the properly educated ia-
structors needed for formal ethics instruction.

- The Superintendent has the option (at the direction of the Sacre-
tary of the Army) of not separating a cadet found guilty of an Homor
violation, if the circumstances warrant.

=~ The Commandant is the convening authority for the Full Homor Board,
thus ensurirg that a senior official will review a case before it comes
to a hearing,

- The Special Assistant to the Commandant for Homor Matters is the
"supervisor end sdvisor" to the Honor Committee.

~ Tha Full Honor Board is a due process board.
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~ On a trial basis the role of lawyers has baen axpanded to include
involvement at the investigatory, hearing, and raview levels.

~ Both the Full Honor Bourd and the Subcommittee hearing iavolve
cadets selected from the Corps at large.

-~ Honor instruction for cadets has been given a thorough review and
overhaul to eliminate the deadening litany of detail and to emphasize
the gpirit of honor.

- Honor instruction 1is being extended to ensure that all personnel
at the Academy fully understand the Homor Code and Honer System.

-~ Instructional materials and honor publicatiocns make clear that no
one exclusively "owns the Code."

The initial reactions to these changes appear favorable and the
changes themselves appear to promise a salutary effect., Nonetheless,
the Study Group conducted a searching inquiry into the Code and System.

D. The Significance of Change

Two of the changes to the Code and System have broad impact:

- The authority granted by the Secretary of the Army to the Super-
intendent to retain in the Corps cadets who have been found guilty of
an honor violation. This proviaion ie frequently referred to as
"discretion."

-~ The introduction. of officer advice throughout the oparation of
the Honor System.

The introduction of 'discretion'" allows the mature judgment of the
Superintendent to be brought to bear to ensure that due consideration
is given to mwatters of mitigation. Knowing that the Superinteundent can
and will use Aiscretion should make it much easier for cadets to live
with the "non-toleration" provision of the Code.

The early and continuing invoclvemeat of cfficers, from tha Special
Assistent for Honor Matters through the Commandaut, helps ensure ageinet
cases which should never be brought to the Full Honox Board.

In both instances, much of the unressonable burden i3 removed from
tne Code and System by the introduction of mature judgment. This is not
to say that we think officers ought to "run” the System. Guite to the
contrary, we strongly urge the Coxps of Cedets tc permit and direct the
Full Honor Board to recommend the exercise of "discretion" in appropriate
cases,
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E. Towards Understanding Non-Toleration

Clearly the most vexing aspect of the Weat Point Honor Code ia the
honor obligation imposed upon cadets to enforce the code by reporting all 1
suspected transgressions tc the Honcr Committee. And, yet, it is the
strict interpretation and adherence to this provision that has made the i
West Point Honor Code (along with the Air Force Academy's) distinctive
among American institutions. The proscrxiptions against lying, cheating, !
and stealing are easily undevstood, essentially peasive measures which
accord with the normative standerds of American life. The "non-toleration"
provision, however, introduces a far more complex concept and demands be-
havior seemingly contradictory to normal experience. In essence, cadets
perceive that they are being asked to destroy friendships &nd violate
confidences by reporting the pnasible transgressions of a fellow cadet
with full knowledge that, if fouad guilty, he would be separated.

The Borman Commissicn recommended that the Code be reaffirmed, as
stated, but that compliance with the '"non-toleration" provision be satis-
fied with other, lese final messures such as warnings, etc. The Study
Group was understanding of such recommendations--it is clear that "non-
toleration" 1is most difficuit to comprehend and is the beginning of a
"slippery slope" for many violaters. And, yet, we were reluctant to aban-
don what has been so long a fundamental tenet of the Code and System. We
were particularly reluctant in view of the granting of the didcretionary !
authority to the Superintendent. Accordingly, the Study Group supports !
a strict interpretation of "non-toleration", i.e., if, after determining
that a violation has occurred and the cadet in violation fails to report
himself (say, after 24 hours), an observer is hunor bound to report the

violation.

We must emphasize that our conclusion relies heavily upon the Super-
intendent's discretion to exercise superior judgment where the gituation
indicates it appropriate. We are deeply aware of the burden this places
upon the Superintendent and, should the Corps elect to adopt discretion,
the burden will fall heavily upon the Honor Board. But we believe this
is where the burden belongs. To ask a young cadet who is just learning
to live with the Code to make the judgment as tc the appropriate action |
with respect to & suspected violation by a fellow cadet is also an {
unreasonable burden. And the alternative of trying to prescribe appropri- i
ate action for each case raises the old spectre of endless and confusing
codification. It may be that the ner-toleration clause cannot survive
since it unquestionably bears the seed of scandal. But it i3 our sincere
judgment that the elimination of the provision would ultimately sap the
vigor of the Code.

Equally important, in the view of the Study Group, is the development
of an "Honor Ethic" which subsumes the Homor Code in a broadar concept
making clear the relevance and ilumportance of an obligation which trans~
cends individuals and individual loyalties without appearing to subvert
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the bond between cadets. This more general statament should place the
Honor Code in perspective, clearly identifying it as the central exper-
ience for a cadet in the process of davaloping a peresonal standaxd of
ethical behavior.

F. The Honor Code as a Goal

The Superintendent's Special Study on Honor (The Buckley-Reid Re-
port, 1975) suggested, and the Borman Commission erdorsed, the idea that
the Honor Code "although...a worthy gosl...is norx a usable criterion of |
behavior." We believe that the Code is a reascnable standaxd agsivst ‘
which to measure behavior as long as the slightest transgression does ‘
not result in permanent separation. Certainly the proscriptions agsinst ’
lying, cheating, and stealing are reasonably well underastood under most
conditions. PBut there are troublesoume examples of unressonable inter-
pretation which suggest that perfect compliance, with even these straight-
forward rules, is not as simple as we might think. And, as stated
earlier, the emotional and intellectusl stresses introduced by 'non-
toleration" place special demands upon cadats. The introduction of
“"discretion,” however, recognizes both the existence of human frailty

(that perfection is beyond human reach)and the demande of "non-toleration.'

Thus, it 18 our conclusion that, on balance, '‘diacretion” renders
moot most discussions of whether the fode is a goal or a minimum standsrd.

G. Honor and Regulations i

A pereunial problem, the enforcement of reguiations through the
Honor Code has been for years a matter of concern and no little confu-~ |
sion. Many aspects of the Honor System, which are viewed nostalgically ’
by graduates as involving mutual trust and confidence, are, in fact,
clesr instances of “honor being used to enforce regulation." And, in ’
the context of developing & personal and professional ethic, it is to be
expected that there eventually will be little or no practical distinction
between the compelling demands of Duty and Honor.

The problem arises wheua there i1s lack of mutual agresment 28 to vhat
regulations, what aspects of duty, are appropriately related to the Homor
System. The absence card is the clearast example of uaing honor to moni-
tor compliance with regulations. But in the past cadets have essentially
agreed to pledge themselves in a "gentleman's agreement” to comply with
regulations concerning their whereabouts and the proscription of certain
acts (e.g., drinking, hazing) to avoid the incouvenience that might at-
tend official policing of the regulations. The meaning of the absence
card, however, has changed until now it applies only to & cadet's loca-
tion and only during limited time. Moreovsr, the design of the card is
needlassly complex for its limited purpose. Consequently, the abaance
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card seems to have become a device of rather trivial meaning, which leads
to demerits when mismarked, and which carries the ever-present threat
(because it is essentially trivial) of an unintentional honor violation.
Accordingly, we would eliminate the absence card completely or, if the
Corps were willing to enter into the agreement, retuxn it to a more mean-
ingful instrument.

Another aspect of the relationship between honor and regulations hae
been the problem of differentiating between a college prank or infraction
of regulations and a serious intent to deceive which compromises honor.

A classic example of this dilemma over the years is whether placing un-~
authorized articles in a laundry bag is an honor violation. Clearly
there is some intent to deceive, but characterizing such act as "lying,"
within the meaning of the code, 1s tantamount to enforcing regulotions
with honor and treating trivial issues with unwarranted seriousness. And
there are many such so-called "acts of deception," such as putting liquor
in a hair tonic bottle, covering the window with a blanket while studying
after lights out, and so on.

The Study Group believes that these continuing sources of frictiom,
confusion, and fear should be eliminated. Accordingly, lying should be
defined, in relation to the Honor Code, in a way to omit these trivial
acts. We would define lying as the making of an oral or written state—
.ment or gesture of communication made in the presence of and to another,
intended by the maker to deceive or mislead. In our examination we hLave
found no serious acts of deception that are not covered by other pro-
visions.

Finally, we feel that West Point should establish a formal procedure
for redress to improper questioning using honor to enforce regulations.
While there is a system of appeal of punishments, cadets need a clear in-
vitation to seek redress of the misuses of the Honor Code.

H. The lmportance of Simplicity

The Study Group was repeatedly impressed with the need for the Codes
snd System to be elegant in their simpilicity. It is difficult for those
who have not been associated with contemporary West Point to concelve of
the potential problems relating to the Honor Code and Honor System. The
intense dedication and desire of most cadets are rewmarkable, carrying the
promise that West Point graduates will continue tc make extrsordinary
sacrifices and contributions to the Natjion. But such intensity also car-
ries the potential for tragic and unnecessary stress, For example, a
cadet recently reported himself for a possible honor viclstion bscause he
had hidden the key to the locker containing his personal valuables
thereby possibly deceiving someone. His anxiety stems, in part, from the
difficulty in understanding the true nature of the Honor Code and Honor
System and dramatizcs the Academy's special responsibility to make them
cleer, simple, and unequivocel.
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I. Othexr Issues

The Study Group addressed a wide range of isaues relating to the Code
and System and considered a number of alternative approachea. Some of
our more Iimportant conclusions are:

- The Superintendent's Honor Review Committee should have an expanded
rcle with wider representation. We do not, however, believe this com-
mittee should be the final interpreter of the Honor Code. This responsi-
bility is solely the rasponsibility of the Superintendent acting for the
Secretary and Chlef of Staff of the Army.

~ We examined several plans for a phased entry of new cadets into
the structures of the Code. In the final analysis we concluded that it
was important for new cadets tu be fully under the Code at the cutset and
that the Superintendent's discretionary powers were adequate to deal
with extraordinary circumstances.

~ The jurisdiction of the Code should be universal. The Study
Group questioned whether and how the Honor Code should apply away from
Wedt Point, e.g., at home and on leave. We concluded that the Code
should apply at all places and at all times. Nevertheless, there is
some question as to whether the institutional responsibility of the Sys-
tem for enforcement should be coterminous or whether there are situa-
tions where there is only personal responsibility. We urge continuing
review of this matter.

J. Summary

The West Point Honor Cocde and Honor System are fundamentally sound.
Howevar, our recommendations will, we believe, serve to strengthen and
invigorate them. Nonetheless, total involvement and awareness on the
part of cadets and the staff and faculty alike are crucial to sustain-
ing a dedication within the Corps and within the Academy in general.

The Study Group cannot, unhappily, guarantee that changes to the
Honor Code and Honor System, or the other changes recommended elsewhere
in this report, will prevent a future honor scendal. An institution as
intense and challenging es West Point with a demanding end exacting
Honor Code continually runms the risk of asking more than some can give.
We hope, however, our recommendations will reduce the likelihood that
there would he a scandal of such magnitude or a systemic failure of
such seriousness. And, perhaps of equal importance, wa believe that the
changes will improve the quality of the academic and military experience
which shepe the future of our Army.
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APPENDIX A

FINDINGS AND RECOMMENDATIONS OF THE BORMAN COMMISSION
RELEVANT TO THE WEST PCINI STUDI GROUP

In detailing the responses to the Borman Commission recommendations
and initial Department of Army responses, the Study Sroup does net ad-
dress those made specifically with respect to the cadets involved in
EE 304, Since all actions have been tasken on that issue, the Study
Group regards it as closed,

1. Borman Recommendation: The Honor Code should be retained in its
present form: A codet will not lie, cheat or steal, nor tolerate
those who do."

Army Response: Army concurs., The Honor Code will be retained in
its present form.

Study Grcup Response: The Study Group strongly supports this cen-
clusion.

2, Borman Recommendation: 7The nontoleration clause should be retained,
However, a cadet should have options in addition to reporting an honor
violation.

Army Response: The recommendation is being analyzed by the Depart-
ment of the Army and 18 being referred to the Academy for evaluation
and resolution during the upcoming academic semester,

Study Group Response: The Study Group supports the conclusion that
the nontoleration clause be retained, However, on balance, the Study
Group rejects the proposal that the individual cadet should have alter-
native options to ensuring that the suspected violator is reported or
convinced to report himself,

3. Borman Recommendation: Sancticns other than dismissal should be
authorized for violations of the Honer Code. The Cadet Honor Committee
and reviewing authorities should be authorized to consider the facts

and circumstences of each casgse to determine an appropriate penalty. Any
recommendation less than separation should be fully justified. Cadets
who are separated should not be required to serve on active duty as a
result of their separation.

Army Response: Army concurs. The Regulations for the United States
Military Academy and procedures will be amended to provide greater
latitude in the application of separation for honor violations upon
recompendation of the Honor Committee, A change in the requirement that
separated cadets be required to serve un active duty bhas been recommended
to the Secretary of Defense who reserves authority in that area.

Study Group Response: The Study Group concludes that the regulation
change permitting the Superintendent to exercise a degree of 'discretion"




i
1

in separsting cadets will serve as an adequate, interim measure to pro-
tect agaiust the possible "excesses" that might result from absolute
adherence to the strictures of the Honor Code and System. Howaver, the
Study Group also concludes that the option would be most effective ae a
part of the Cadet donor Committee ¥Frocedures.

4, DBorman Recommendation: All officers and cadets at the Academy must
understand the fundamentals which uaderlie the importarce of the Honoxr

Code and the health of the Hcunor System:

a. The Honor Code must be viewed as a goal toward which every
honorable pzrson espires, and not as a minimum standard of behavior
for cadets aleone. Furthermsre, its proscriptions do not encompase
all forms of dishonorable conduct; the test of whethur conduct 1s
honorable or dishonorable does not depend solazly upon whether it is
preoscribed by che Honor Cods..

Army Respomse: Army concurs. 4 number of aciisns have been under-
way since sumer 1976 and the Armv i3 intensifying efforxts tc ensure
implemcontation of thess recummsudations snd s® well that the total
environment at West Point is fully supporiive of the spirit and the
provisions of the Houor Code and Hcnor System. Chenges will be in-
stltuted seeklig to preclude houcr “eing used as a menns of enforcing

regulations.

Study Grour Response: The Study CGroup concludes that the Honor
Code is 3 reasonable standard aga'nsi which to mersure behavior.
However, the Stuwly Group further emphasizes ti:ut “he Honor Code iz
not an all-inclusive prescription for moral conduct and recommeads
that UsMA carefully expand the ~oncept of honorable behmvivr in the

perception of cade«ts.,

b. The Honor {ode must not be extendsu beyond its inteunded purpose
of ensuring that only honorable individuals become Acsadmuny graduates.
Nor should it be uxploited as & unecans of enforcing vegulations.

Army Regpunse: AImy concurs.

Study Group Respounas: The Study Group concludes that four araes
could be more ciearly defined and/or limited in support of this yoal.
The areas are the redefinttion of lying, *he redefinition of stealing,
the elimination or simplification «<f the Absence Card, and the in-
troduction of a formal redress to improper questioning.

c. The Honor Code and Hunor System must be considered tue jolnt
responsibility of all cadets and sll officecs at the Academy. It wa®
be understood that the Superintendent has the responsibilice of yp~
viewing and, if unecessary, reversing cadet honor diterminations, HMe
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one "owng" the Honor Code. Everyone must work to engure the effective-
ness of the Honor System,

Army Regponge: Army concurs.

Study Group Respouse: The Study Group conclusions support the
recommendation and contend that a full education on the history of the |
Honor Code and System have been the exclusive property of the Corps. |
Such education shonld reflect a shared interest and responsibility on |

]

the part of all components of the USMA community in the efficacy of the
Honor Code and System.

5. Borman Recummendation: The Academy should seek ways to ensure that ! by
the fundamentals which underlie the Impertance of the Honor Ccde work
cn a continuing basis. As a minimum, the following should be accom-

plished:

a. There must be academic instructlon which provides an intellectual
base for character development. All radets should be required, early
in their careers at West Point, to begin formal ethics study. This study,

which must be part of the core curiiculum, snould include those ethical
problems lilely to be faced by a military officer. Ethics should be
stressed throughout the entire curriculum and by all constituencies at
West Point: Academic, Tactical, Athletic, and Administrative.

Army Response: Army concurs. Actlon has been taken to develop a
four-year program on ethics/professionalism as part of the core
curriculum. Elements of this comprehensive program will be in effect
for AY 1977-78.

S5tudy Group Response: The Study Group notes that USMA does not now
have on hand nor in the graduate school cycle sufficient instuctors
qualified in the requisite disciplines to prepare and to teach ueaning-
ful, challenging, convincing courses in some of the arcas named (e.g.,
philosophy, psychology). The acquisition of these critical assets must
be first priority. Until they are on hard, progress toward full im-
plementation will necessarlly be slcw; care must be taken to ensure
that interim measures are not counterproductive.

b. The content of honor instruction must emphasize the spirit of
the Honor Code. A '"cook L.ok” approach makes the Code equivalent to
another regulation.

Army Response: Army concurs. Action 1is being taken, for the spring

gemester 1977, vo internalize the opirit of honor and to increesse
significantly greater participation by all cadets and officers in the |
cperation of the Honor System. :
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Study Group Response: The Study Group concludes that USMA should
expand the Honor education program with emphasis on the necessity,
advuntages, and ideals of an Honor Code and System. Additionally, USMA
should firmly establish the role and function of the Honor Code in the j
creating and fostering of a complete Honor cencept in governing conduct. ,

¢, The methed of honmor instruction and the environment in which
it is conducted must be improved.

Army Response: Army concurs.

Study Group Response: The Study Group concludes that formal and
informal education is the key. The education must be thorough, con- N
sistent, and frequent. ,

d. There musat be greater participation by all cadets and officers
in the operation of the Honor System., Cadet rank should not be awarded
for Honor Committee service.

Army Response: Army concurs. Cadet rank for Honor Committee service
is being reviewed and evaluated.

Study Group Respunse: On balance the Study Croup rejects the Borman
Commission recommendation on cadet rank. It was concluded that the
three cadets involved deserve the recognition. Thelr duties on the Honor ;
Committee preclude their sccupying cther positions in the Corps. i

e. The Superintendent's Honor Review Committee should be continued,
but its mewmbership should include cadets and alumni. The Comaittee
should meet at least annually with the mission of guarding the Honor
Code against misuse, misinterpretatior, and inconsistent interpretation.
The Committee ghould have the ultimate power to interpret the Honor Code.

Army Response: Army concurs. Action 1s being taken to determine
the appropriate composgition and functions of the Superintendent's Review
Committee.

Study Group Resnouse: The Study Group concludes that the Honor
Review Committee should have an expanded charter, composition, tenure,
and distribution of report hut rejects the Bormar Commission recom-
rendation that the Honor Review Committee "should have the ultimate
power to interpret the Cude.'" This 1is thc responsibility of the Super-
intendent, USMA, acting for the Secrctary of the Army and the Chief of
Staf{ of the Army.

f. An officer should be appointed to advise the Cadet Hounor Committee
and the Superintendent's Homor Review Committee. This officer should
report to the Academic Board (and not the Commandant alone) concerning
all honor matters. Continuity is required in this position.
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Army Response: Army concurs.

Study Group Response: The Study Greup concludes that the Special
Assistant for Honor Matters fulfills this tesk, and that the ras-
ponsiveness is not, in fact, limited t¢ only the Commendant.

6. Borman Recommendation: A permsnent and independent advisory boaxd
should be established to provide the continuing assistance that most
institutions of higher education receive from their boards of truatiaex.

Army Response: Army concurs. Such & permanent advisory board wiil
be formed to evaluate all aspects of the USMA operations and to report
findings and recommendations to the Chief of Staff on continuing basis.

Study Group Response: Establish the Superintendent's Advisory
Committee. All paremeters of the Borman Commission recommsndation were
met except that the Committee would report directly to the Superintendent
not the Secretary of the Army. Recommendation does provide that com-
mittee reports will be forwarded to SA. Secretary of the Army appoints
committee members.

7. Bormun Recommendation: The West Point mission statement should be
revised to ensure that everyone understands the iwmportance of education
in the mission of the Academy. Everyone must understand that this is
the primary mission of the Academy from September to June. Military
training should be concentrated in the summer months.

Army Response: Army concurs. USMA mission statement is being
revised. Primacy of academics will be maintained from September to
June. In addition, curriculum changes have been propcsed and an
in-depth evaluaticn will be made under the supervisicn of the Chief
of Staff.

Study Group Response: Mission statement has been revised by USMA.
Study Group has proposed a comprehensive concept for USMA which enlarges
upon the academic orientation encompassed in the revised mission state-
ment .

8. Borman Recommendation: The Superintendent should have respoueibilicy
for all aspects of the internal administration of the Academy, including
resolving tne competing demands made by subordinate authorities upon
individual cadets.

Army Response: Army concurs. Ths Superintendent's authority has
been significantly incrassed, while the Academic Board's effort has
been redirected to emphasize academic excellence. A new general officer
position, the Provost, iz being created to supervise many of the functions
which now fall directly under the Superintendent, such as admissgaions,
athletics, post support activities, and others. This will assist the
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Superintendent in better focusing internal administration to ration-
alize competing damands placed upon individual cadets.

Study Group Responge: uovarnance and command/control proposals
of the Study Group were drafted witlk firm ceontrol at tha top as a
gndiding principle. The Study Group does not recommend a Provost, but
subsumses the functions intended foir that posiction in the recommended
position of Leputy Superintendesut. :

9. Borman Recommazndation: Superintendent selection should be basad
upon his interest in education and a demonstrated ability to provide
educational and miiitary leaderaship.

Army Response: Army concurs.

Study Group Response* Study Group concurs.

10. Borman Recommendation: Superintendeat should be assigned to the
Academy for a minfmum of 5 years and should be consulted as to the
gselection and length of service of the Commandant of Cadets and Dean
of the Academic Board.

Army Response: Army concurs. The tour should be normally 4 to B
years. The Superintendent will be consulted on the selection and length
of service of his key aides.

Study Group Response: The Study Group endorses the recommendation.

11. Borman Recormendation: Permanent professors should not serve on
active duty for more then 30 years, uniess requested tc continue on a
term basis by the Superintendent with the approval of the Secretary of
the Army.

Army Response: Army concurs. Current law providea permanent
professors may be retired by the SA when they have more than 30 years
of service ac a commiasioned officer. Possible revisions to present
procedures are being addressed by the Army staff and the Academy.

Study Group Response: The Study Group noted that statute currently i
provides for service of Frofessors, USMA beyond 30 years at the pleasure j
of the Secretary of the Army. A mechanism is, therefore, available for :
the termination of the service of those professors no louger functioning
in a fully effective manner. The Study Group believes that a0 change of :
statute is necessary in this vespect. : ;
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12. Borman Recoumendation: The Profeasgor of Physical Education whould
be a member of the Academic Board.

Army Response: Arny concurs. Iustructions have been givan to
change USMA regulations accordingly.

Study Group Response: Endorsed by the Study Group.

13. Borman Recommendation: The Office of Military Leadership, 2 dapart-
ment concerned in large part with providing academic instruction in be-
havioral sciences, should be transferred to the Academic Department. The
Director of that department should be a member of the Academic Board,

Army Response: Army concurs., The Office of Military Leadership
will be retitled the Department of Behavioral Sciences and Leadership.
Chenges are being taken tc make the Director a permanent professor
ard member of the Academic Board.

Study Group Response: Study Group concurs. Already implemented
by USMA.

14. Borman Recummendation: There should be an expansion of programs
vhich bring outside viewpoints to the Academy, e.g., visiting professors
to and from the Acadenmy.

Army Response: Action has already been taken to expand the visiting
professor program from 2 to 5 and to bring additional outaide viewpoints
to the Academy. Furthermore, the program will be brcadened to permit
gelected professors to participate as visiting professcrs at civilian
institutions and to provide for service on active duty tours with
military units.

Study Group Responge: The Study Group recommends establishment of
a five percent of faculty goal for the civilian visiting professcr
program, adding that visitors should be recruited on an as-required basis
rather than on a departmental quota. The Group also recommendad and
initiated steps toward establishing a routine input of Materiel Devealop-
ment and Readinese Command sclentists ss visiting faculty.

15. Borman Recommendation: The Academy must reaffirm the role of the
Tactical Officer as a company commander and ensure that this role is
uniformly adhkered to throughout the Tactical Department.

Army Respouse: Arxy concurs, Superintendent has been directed to
reaffirm the role of the Tactical Officer which wiil bs promulgated
throughout the staff, faculty, and Corps of Cadets.
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aspects. The Study Group recommendations include affirmation of the
Tactical Officer as the company commender and methods for Jmproving
and standardizing both tactical officer selection and cperatiom.
Specifically, the tactical officer should poases both academic and
military credentials of note, and he should be personally interviewed ;
by the Commandant, USMA. USMA should adopt and implement the cosmander

model for the Tactical Officer in AY 1977-78, and the dual chain of i
command should be eliminated in favor of a direct officer-cadet chain
of command.

!
Study Group Response: The Study Group concurs fully with both : %
i
|
L
]

16. Borman Recommendation: Tactical Officers should be selected from
officers who have completed Commsnd and General Staff College or
equivalent education.

@ e it v adis

Army Response: Army concura. Tactical Officers selected will be
mature officers normally with C4GSC leval and graduate level schooling.

Study Group Response: The Study Group agrees that Command and t :
General Staff College experience can be an aaset, but it should not be
a requirement for selection as a Tactical Officer. The Staff College ;
standard does sexve as an indicator of maturity and professional coum- ;
petence, but there are ideally qualified officers who have not yet
satisfied the eligibility for Staff College selection. The selection 4
process for Tactical Officers is being revised considerably with Staff ;
College experience being a factor, not a determinant.

17. Borman Recommendation: The Leadership Evaluation System should be
reviewed to determine whether it is a constructive force in the cadets'
leadership development.

Army Response: Army concurs. A study group will intensively review
the Leadership Evaluation System on a priority basis.

Study Group Response: The Study Group recommends the elimination
of the Leadership Evaluation System as it now exists. Some form of this
evaluation may remain, but, as a minimum, the peer ratinga should cease.

18. Borman Recommendation: Judge Advocates who defend cadets should
have no teaching duties,

Army Response: Army concurs for the near term. There will be
continuing review to ensure the spirit of the recommendation is teing
pursued. In addition, a USMA post Staff Judge Advocate officx has been
approved and will be established.

Study Group Response: The Academy hes already removed the SJA
function from the Law Department and placed the former on the Supar- {
intendent's persconal staff.
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1¢. Borman Racommendation: Military leadership courses should include
examination of the role of the lawyer as an advisor to the commander,
and the role of dafense counsel in the justice system.

Army Response: Army concurs. Course in ethics and professionalism
will include the role of the lawyer as an advisor to the commandar, and
the role of defense counsel in the justice system.

Study Group Response: The Study Group's legal advisor reviewed
all course syllabl in law and related arsas to ensure adequate cover-
age. Requisite material is well covered. The Academy also plans to
send each Regimental Tactical Officexr to the Sealor Officers' Legal i
Oricntation at the USA JAG School commencing in the upcoming academic

year.
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AFPERDIX B
COMMITTEE MEMBERS AND
CONSULTANTS

Acadewic Committee

1. Mambers at Department of the Army

MG Hillman Dickinson ~ Chairman
= BS - USMA
=~ MA (Physics) - Columbia University
~ PhD (Physics) - Stevens Inetitute of Technology
~ Instructor USMA 1956 (Chemistry)
- Assistant Professor USMA 1957-60 (Physics)
= Research and Development
- Command in Armor Units

COL William S. Fulton -~ Legal Advisor
- BA -~ University of Iowa
= JD - University of New Mexico
- Commandant, Judge Advocate General's School
= Infentry and Judge Advocate General

COL Theron W. Xnapp - ROTC Advisor
- BS - UsMA

~ MS (Electrical Engineering) - Georgla Institute of Technology

-~ Command in Armor Units

LTC(P) Woolf P. Gross - Deputy

= BA cum laude (Anthropology) - Harvard University

-~ MA (Asian Regional Studies) - University of Penneylvania
Instructor Geo Wash Univ 1967-58 (International Relations)
~ Command in Field Artillery Units )

LTC Joseph E. Brown - Member
- BS (Chemistry) - Georgla Inatitute of Techkuology
—~ MS (Physics) - Iowa State University
~ MS (Opns Research) - New York University
= Assistant Professor USMA 1967-70 (Math)
= Command in Infantry Training Units

LTC Frederick J. McConville - Member
- BS - USMA
= MBA (Gov't asad Econ) - Harvard University
- A8ss't to Dean, USMA 1966-68
- Comnand in Pield Artillery Units




LYC Jerry W. Witherspoon - Member
- BS - USMA
- MBA (Management) - Long Island University
- MA (Psychology) - University of North Carclina
~ Assistant Professoxr USMA 1973-~76 (Psychology)
- Research and Develcpment

MAJ Dean E. Dowling - Member
- BS - UsMA
- MA (English) ~ Columbia University
- PhD (Erglish) -~ Columbia University
- Assistant Professor USMA 1970-73 (English)
-~ Pergonnel Management

MAJ Jerry M. Sollinger - Member
- BA - University of Pittsburgh
- MA (English) - University of Pittsburgh
- PhD (English) - University of Pittsburgh
- Asegistant Professor USMA 1970-74 (English)

Alsc Assisting the Academic Committee were:

COL Walter M. Cousland
- BS - USMA
- MA (English) University of Pennsylvania
- Assistant Professor USMA 1962-66 (English)
- Regimental Commander, 1972-73
- Command in Armor Units

LTC John R. Nevins
- BS - USMA
-~ MPA - Syracuse Univeraity
- Assistant Professor USMA 1972-75 (Social Sciences)
- Command in Field Artillery Units

DR. John J. Burke - Associate Director, Army Materials and
Mechanics Research Center
~ BS (Physics) Boston College
- MS (Geophysics) Roaton College
- MS (Metallurgy) MIT
~ Metallurgical Engineer - MIT
- ScD (Metallurgy and Material Sciences) MIT

West Point Corresponding Members

COL Thomas E. Griess ~ Senicr Member
- BS - USMA
- MS (Civil Engr) - University of Illinois
- PhD (History) - Duke University
~ Professor and Head of Departwent of History
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COL Allen F. Grum - Member

- BS -~ USMA

« MS {Civil Engr) - MIT
Phd (Systems Analysis) - Stanford University
Permanent Associate Professor of Engineering

COL Edward A. Saunders - Member
- BS - USMA
~ MS (Electrical Engr) - Purdue University
- PhD (Nuclear Science) - Rensselaar Polytachnic Institute
-~ Professor and Head of Department of Physics

COL Arvid West - Member
-~ BS - USMA
~ MS (Public Affairs) - Shippensburg
- Commander 2d Regiment Unites States Corps of Cadets

COL Robert M. Wilson - Membex
- BS - USMA
- MS (Civil Engr) - MIT
- PhD (Electrical Engineering) - Lehigh University
- Professor and Head of Department of Mechanics

LTC James Abrahamson ~ Member
- BS - USMA
- MA (History) - Stenford University
-~ MA (Int'l Studies) - University of Geneva
~ Permanent Associate Professor of History

LTC Paul M. Bons -~ Member
- BS - USMA
- MA (Psychology) - Wayne State University
- PhD (Psychology) - Univexsity of Washington
~- Permanent Associate Professor, Office of Military Leadership

LTIC Peter Stromberg - Membar
- BS - USMA
- MA (English) - Cornell Universit
- PhD (English) - Cormell Univarsity
- Professor of English

MAJ James R. Golden - Coordinator
- BS - USMA
- MPA (Public Admin) - Harvard University
~ PhD (Economics) - Harvard University
~ Permanent Associate Profassor of Sucial Sciences
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3.

Civilian Consultants

Dr. Ruth Adams -- Vice President, Dartmouth College
-~ Former President, Wellesley College

Mr. Junius J, Bleiman - Director, Mid-Career Program, Woodrow
Wilson School, Princeton Uuniversity
~ Former Instructor USMA

Dr. Davis B. Bobrow - Chairman, Department of Government and
Politics, University of Maryland
~ Member, Defense Science Board
- Panel Member, National Science Foundation

Dr. Marvin Bressler - Chairman, Department of Sociology,
Princeton University

Dr. Richard G. Folsom - President Emeritus, Rensselaer
Polytechnic Institute
- Member, National Academy of Science
- Member, Secretary of the Navy's Advisory ioard on Education
~ Chairman, US Naval Academy Curriculum Review Boa:sd, 1959
~ Member, US Air Force Academy Board of Review

Mr., Dennis Gray - Dean of Students, Claremont Men's College
- Staff, Borman Commission

- Former Instructor, US Air Force Academy and Princeton

Dr. Inge D. Kalpert -~ Procfessor, Dept of German, Columbia
University

Dr. David A. Hills - Associate Professor of Psychology, Wake
Forest University

~ Coordinator of Student Services, Wake Forest

Dr. Stephen J. Lukasik - Senior Vice President, Rand Corporation
-~ Former Director, Advanced Research Projects Agency
- Member, Defense Sclence Board

Vice Chairman, Science Advisory Committee, DIA

Dr. Steven Marcus - Professor, Dept of English, Columbia
University

Mr. Lawrence H. 0'Neill, President, Riverside Regearch Institute
~ Former Professor of Electrical Engineering, Columbia Univ
- Former Dean of Engineering, Columbia University
~ Member, Defense Science Board
- Former Chairman, Army Scientific Advisory Panel
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Dr. John W. Shy - Professor, Dept of History, Unlv of Michigan
- Visiting Professor, Army War College

Dr. John Deutch - Chairman, Department of Chemistry, Massachu-
setts Institute of Technology and Vice Chalrman, Defense
Science Rcard

Mr. James P. Riley - Executive Director Federal Library System
- Former member Georgetown University Library Faculty
- Former Deputy Director, University of Chicago Library
- Former Director, Marquette University Library

B. Military Professional Development Committee

1, Members

BG(P) Jack N. Merritt - Chairman
~ BGE (History) - University of Nebraska at Omaha
- MBA (Business Administration) - George Washington University
- Systems Analyst
- Staff Assigtant to the Assistant to the President
for National Security Affairs, 1970-73
~ Command in Combat Units

COL Jarold L. Hutchison ~ Deputy
- BS - USMA
-~ MS (Physical Education) - Indiana University
- MS (Counseling) Shippensburg State College
- Assistant Professor UZMA 1963-66 (Physjcal Education)
- Command in Infantry Units

COL Francis J. Waldmaa, Jr. - Member
- BS ~ USMA
~ MPA (Public Administration) - Harvard University
- Assistant Frofegsor USMA 1956-59 (Social Sciences)
- Command in Infantry Units

r. Donald D. Penner - Member
-~ BS (Industrial Management)
- MA (Industrial Relations)
~ PhD (Social Psychology)
~ Professor, US Army War College

LTC Doris L. Caldwell - Member
~ BA (Personnel Administration) - Sacramento State College
- MPA (Public Adminiastration) - Golden Gate College
~ Command in Training Units
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LTC

-

IJTC

LTC

LTC

-

LiC

MAJ

MAJ

MAJ

-

MAJ

-

Dale F. Hruby - Member

BS - USMA

MA (History) - Columbia University

Assistant Professor USMA 1966-68 (Soclal Sciences)
Command in Armor Units

William P. McKay - Member
BA (Polic¢ical Science) - University of Georgia
JD (LAW) - University of Georgila
Staff Judge Advocate

Gerald D. Pike - Member

BA (Socioclogy) - Washington State University
MA (Sociology) - Washington State University
Assistant Professor USMA 1969-72 (Sociology)
Organizational Effectiveness

George W. Sibert -- Member

BS - USMA

MSE (Aeronautical Engineering) -~ Princeton University
Command in Infantry Units

Gerald E. Webb - Member
BA (Business Administration) - Rutgers University

MPA (Public Administration) - George Washington University

Tactical Officer USMA 1970-73
Command in Infantry Units

David A. Bramlett - Member

BS ~ USMA

MA -~ English

Assistant Professor USMA 1972-75 (Englisn)
Command in Infantry Units

Robert J. Davis - Member

BS -~ USMA

Operations Officer USCC, USMA 1975 to present
Command in Infantry Units

John M. Keane -~ Executive Officer

BS (Accounting) - Fordham University

MA (Philosophy) - Western Kentucky University
Commard in Infantry Units

John T. Wells - Member

BS (Mathematics) ~ Eastern Kentucky University
Cormand in Armor Units
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Consultants

MAJ Stephen D. Clement
U5 Army Administration Center, Ft. Benjamia Harrisoan, IN
Phly, Organizational Comunications

Dr. Robert F. Holz
US Army Research Institute for Behavioral and Social Sciences
PhD, Social Psychology

Dr. T. 0. Jacobs
IS Army Research Institute for B8ehavioral and Sccial Sciences
PhD, Psycholoyy

LTC William K. Schrage
US Army Center of Military History
MA, History

Points of Contact Provided by West Point

COL Thomas F. Cole
Director of Military Instruction

COL James R. Hall, Jr.
Commander, Fourth Regiment, USCC

COL Lloyd J. Maithews
Permanent Asgociate Professor, Department of English

COL Hal B. Rhyne
Special Assistant to Commandrnt for Honor Matters

LTC Kermit M. Henninger
Jeputy Director of Physical Education

MAJ George A. Crocker
Tactical Officer, A-1

MAJ Robert A. Brace 11
Tactical Officer, I-3

MAJ Mary C. Willis
Office of Deputy Chief of Staff for Operations

CPT Dennis Fogarty
Office of Deputy Chief of Staff for Operations
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C. FEavironment Committee

1.

Members

MG Jack V. Mackmull - Chairman

BS - USMA

Infantry trouop and staff assignment:

Aviation commands, battalion through brigade

Commanding General, John F., Kennedy Center for Military
Agristance

Veloy J. Varnar - Deputy

BS - USMA

MA - Columbia University

Comand and Staff in Infantry Uaite

Assistant Professor, USMA 1968-71 (History)
Commander, US Army Readiness Group, Los Angeles

John H. Oakes

BS ~ USMA

Command and Staff in Field Artillery Units

Senior Field Artillery Instructor, USMA 1967-70

Chief, Ground/Air Group, US Army Concepts Analysis Agency

David G. Cotts

BS - USMA

MS - Icwa State University

Command and Staff in Engineer Units

Tactical Officer, USMA 1969-72

Staff Officer, Office of the Chief of Engineers

Walter S. Dlllard

BS - TSMA

MA - University of Washington

PhD - University of Washingtoan

Command and Staff in Armored Cavalry and Infantry Units
Assistant Professor, USMA, 1569-72 (Social Sciences anli

History)
Staff Officer, Office of Chief of Staff, US Army

Edward I. Hickey

BS - USMA

MS - University of Pennsylvania

Command and Staff in Infantry and Trunsportation Units

Staff and Faculty, USMA 1972-75

Staff Officer, Office of Deputy Chief of Staif for Logis-
tics, Department of the Army
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LTC Hans 0. Wagner
- BS - USMA
-~ MS - Purdue University
- Command and Staff in Armor and Special Forces Units
- Tactical Officer, USMA 1970-73
- Staff Officer, Office of Deputy Chief of Staff for Logis~
tics, Department of the Army

LTC Willie F. Wright
- BS - Virginila State College
- MS -~ George Washington University
- Commend ana Staff in Infantry Units
- Staff Officer, Office of Deputy Chief of Staff for Person-
nel, Department of the Army

MAJ Thomas E. Faley
- BS - USMA
- MS - University of Miami
- Command aud Staff in Infantry Units
- Instructor, USMA, 1969-72 (Psychology and Leadership)
- Staff Officer, Office of Deputy Chief of Staff for Person-
nel, Department of the Army

MAJ Robert F. Scheidig
- BS - USMA
~ MS - US Naval Post Graduate School
- Command and Staff in Infantry Units
- Instructor (ROTC) and Tactical Qfficer, the Citadel, 1967-68
- Staff Officer, Office of Chief of Staff, US Army

MAJ Ted K. Yamashita

- BS - USMA

- MS - University of Illinois

- Command and Staff with Infancry Units

- Asgsistant Professor of Military Scilence, University of
Illinots, 1970-72

- Staff Officer, Office of Deputy Chief of Staff for Opera-
tions and Plans, Department of the Army

CPT Peggy A. Stubbs
-~ BA -~ West Georgia Conllege
- MA - Tentral Michigan University
- (&~ o and Staff in Women's Army Corps Units
- lusts ..ti., US Ar vy Institute of Administration (Maunage-
ment and Leadei.sin)
- Fection Chief, YYS Army Mili’/4i, Personnel Center

Principal Contacts at USMA

COL James H. Tormey
Chief of Sraff, USMA
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COL Clarence D, Gilkey
Director, Facilities and Engineering, USMA

COL Joseph T. Grif fin, Jr.
Deputy Chief of Staff, Operations and Security, USMA

COL William F. Luebbert
Director, Imstructlon Support and Information Systems Division,

USMA

COL Edward Mennona
Deputy Chief of Staff, Personnel and Administration, USMA

COL Alexander P. Polsgk
Comptroller, USMA

COL Menley E. Rogers
Director of Admissions and Registrar

COL Graham M. Sibbles
Deputy Chief cf Staff, Logistics, USMA

COL Michagel S. Sirkis
Cadet Activities Officer

COL William .J. Taylor
Permanent Associate Professor, Departmenti of Social Sciences

LTC Donald J. Barlow
Treasurer, USMA

LTC Robert F. Danner
Office of the Director of Admissions and Registrar

LTC Berwyn L. Place
Management Information Systems Division, USMA

LTC George D. Waters
Director of Institutionnl Research

MAJ Mary C. Willis
Operations Officer, HQ, USMA

Mr. Jack P. Riley
Office of Director ~f Ir.c v ileglate Athletics

Mr. Homer Smith
Office of Director of Intercolleglate Athletics, USMA

Mr. John J. Smith
Assistant Deputy Chief of Staff, Cowmptroller, USMA
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APPENDIX T
RESZARCH LOG

The West Point Study Group obtained its information from:

A.

B.

Consultations with:

e« 2 e

OO0~ L N
.

10.
11,
12.

The Army Scaff

The Superintendent, Commandant, and Dean, USHMA

125 USMA Faculty members

206 USMA Tactical Officers and staff

580 USMA Cadets

20 Active Army General Officers

21 Retired Army General Officers

16 Leaders of the Academic Community

Suparintendent, Commandants, and Deans of all US Service
Academies and Canadian, British, German, and French Academles
99 Staff and Faculty at other service academies

38 other service academy cadets and midshipmen

Otherg including ex-cadets and ROTC students

Visits to:

s »

O~V & W N
.

.

All US Service Academies

British, Canadian, French, and German Military Colleges
Six private or state military colleges

10 caivilian colleges and universities

US Army War Ccllege

US Army Command and General Staff College

Seven Training and Doctrine Command Schools

Nine Active Army Divisions

Questionnaires administered to:

824 recently commissioned Lieutenants serving as platoon
leaders (both USYA and ROTC graduates)

750 of their commanders and subordinate non-commissioned
officers

1,165 cadets

385 West Point staff and faculty

Letter replies from current Corps Commanders, Division Commanders,
Major Command Chiefs of Staff, Commandants of Combat Arm and Combat
Support Arm Schools, and separate Brigade and Regimental Commanders

Analysis of literature available to include:

1.

Accreditation reports of USMA and USNA




2 Previous ctudies of the Academies, such as:

, (a) The White Committee Report
(b} The Folsom Comnmittee Report
{¢) The Kappel Board Report
(d) The Borman Coumission Report
(e) GAD Report on Student Attrition
(f) Report of Speclal Study Group on Honor

3. Annual Clags Questionnaires
4. Surveys of Graduates

5. Commercially published works concerning the history and
operation of the Academy.

Ty
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APPUNDIX D
BOARD AND COMMITIEE STRUCTURE

A. Policy Board Comuittees

1. Committex om Commit tess.

Responsibilicties: To advise the Policy Board on tha need to
establish, change, or terminate Policy Board Committees; to recommend
the nembership and chairmanship of standing and ad hoc committees, the
terms of appointment for members, and the charters of those committees.

Composition: Dean (Chairman), Commandant, Chief of Staff,
three tenured faculty members who are not members of the Policy Board
elected by the Academic Board for 3-year terms, and Director of Plans
and Analysis (Secretary without vote).

2. Tenured Personnel Selection Committee.

Responsibilities: To advise the Policy Board concerning poli-
cies and procedures for selection of tenured staff and faculty.

Compogition: Associate Dean, Deputy Coumandant, Chief of
Staff, a tenured representative from each academic depariment, one
non-tenured representative from each Academic Division, and the
Assistant to the Dean (Secretary without vote).

3. Scheduling Committee.

Respongibilities: ‘To advise the Policy Board on the scheduling
of ‘activities, the development of the yearly events calendar (with
special attention to demands on cadets), policies relating to sched-
uling; and to resolve exceptions to policy, and conflicts in scheduling.

Composition: One representative of the Dean, Commandant, and
Director of Intercollegiate Athletics, one representative appointed by
each chairwman of Academic Division Committees and each Director of
the Office of the Commandant, one representative of the Deputy Fost
Commander, one representative of the Director of Plans and Analysis,
aud the Aegsistant to the Dean (Secretary without vote).

4, Cadet Extracurricular Activities Committee.

Responsibilities: To monitor the policies, regulations, and
procedures of cadet extracurricular activities and to recommend appro-
priate changes.

'
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Composition: Brigade Tactical 0f{lcer; Director of Cadet
Activities (Secretary); a representative of the Iean; the officers in
charge of SCUSA, the Debate Council and Forum, and the Fine Arts Forum;
two representatives from other academic departments tn be appointed
by the Dean; and a representative of tha Director of Intercolleglata
Athletics.

-

5. Athletic Committee.

Respunsibilities: To advise the Policy Board on policy matters
concexrning the total USMA athletic program, to include facilities, in
order to provide for an integrated, ccordinated, and halanced athletic
program.

Composition: Director of Intercollegiate Athletics (Secretary);
Director, Offlce of Physical Education; Director of Cadet Activities,
the Deputy Chief of Staff for Personnel and Administration; one repre-—
sentative each, colonel or below on rotating basias, of the Dean and
Commandant; one non-tenured faculty member; a company tactical offilcer;
one representative each appointed from the Post Staff and from the
Alumni Association; a tenureé colonel frcem an Academic Department
(chairman), not an Admissions Committee member, selected by the Super-
intendent for a 2-yesr term renewable up to 6 years; and appropriate
cadet representation as determined by the Commandant.

6. Professional Development Committee.

Regponsibilities: To monitor the professional developmeat of
cadets; to ensure that the academic and military components of the
program of instruction reflect the changing needs of the graduate,
the Army, and the Academy.

Composition: Dean and Commandant {to alternate chairmanship for
l-year terms), a representative of each Academic Divisional area, a
representative of the Brigade Tactical Gfficer and of the Director of
Cadet Activities, and two noa-tenured faculty members and two company
tactical officers to be appointed by the Superintendent for 2-year
terms; the Dean will designate a Secretary without vote.

7. Cadet Life Committee,

Responsibilities: To monitoxr the quality of cadet life.

Composition: Represeatative of the Dean; a representative of
each Acedemic Divisional area, a representative of the Director of
Cadet Activities, two ron-tenured faculty members and two company
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members and two company tactical officers appointed by the Superin-
tendent for 2-year terms, a cadet from each of the three upper classes
appointed by the Commandant. The Commandant will designate a Secre-
tary without vote,

8. Computer Committee.

Respongibilities: To advise the Policy Board on automation-
related matters (computers, microform, etc.); to review and support
Academy automation requirements; to establish automation policies and
resolve problems regarding automation support.

Composition: Heads or designated representatives of the
Academy agencies which are primary users of computer support {Office
of the Dean, Commandant, Director of Plans and Analysis, Director of
Intercollegiate Athletics, Director of Administration, and Comptroller).
Non-voting members will be the Automation Management Of fice (AMO) and
other personnel involved in computer support or instruction.

9., Institutional Research Advisory Committee.

Responsibilities: To advise the Policy Board on current insti-
tutional research and to recommend programs of institutinnal research.

Composition: Director of Plans and Analysis, one tenured and
one non-tenured faculty member appointed by the Dean for 2-year terms,
two representatives appointed by the Commandant, the Direntor of
Admissions and Registrar, Assistant to the Dean for Academic Research.
The Director of Plans and Analysis will appoint the Secretary without
vote.

106. Chaplain Coordinating Committee.

Responsibilities: To advise the Policy Board on the religious
and ethical activities of the Corps of Cadets and the West Point staff
and faculty,

Cowposition: Deputy Commandant; Special Assistant for Honor;
two tenured faculty members appointed by the Dean; Chaplain, United
States Military Academy, Post Chaplain; Catholic Chaplain; and Jewish

Chaplain.

B. Academic Board Committees

1. Cullum Committee,

Responsibilities: To carry out the provisions of the will of
Generdl Culluw for the planning, procurement, installation, custody,
care, and preservation of all statues, busts, mural tablets, portraits,
and other works of art in the Cullum Memcrial Hall.
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Composition: Superintendent (Chairman), Heads of four Academic
Departments, Alumni Secretary (Secretary without vote).

2. Admissions Committee.

Respongilbilities: To recommend annuslly to the Acsdemic Board
criteria for admission and readmission to the Military Acaedemy and,
based thereon, to present to the Academic Board the names of candidates
found qualified and recommended for admission and readmission.

Composition: Director of Admissions and Registrar (Chairman),
tenured representatives of the Departments of English and Mathematics,
representatives of the Commandant, director of Physical Education, and
Professor of Military Hygiere (when appropriate), two other members
appointed by the Superintendent to serve for a period of 2 years, and
Deputy Director of Admissions and Registrar (Secretary without vote).

3. Faculty Research Advisory Committee.

Responsibilities: To advise the Academlic Board on instruc-
tional and faculty research.

Compesition: Associate Dean (Chairman), one tenured and one
noni~tenured faculty member appointed by the Dean for 2~year terms,
two representatives appointed by the Commandant of Cadets, the Direc-
tor of Plans and Analysis, Assistant to the Dean for Academic Research
(Secretary without vote).

C. Dean's Committees.

l. Curriculum Committee.

Responsibilities: To conduct a continuing review of the cur-~
riculum and to develop proposals for change that may be deemed necessary.

Composition: Associate Dean (Chairman), a tenured representa-
tive from each Academic Division, two non~tenured faculty members ap-
pointed by the Dean for 2-year terms, a representative each from the
Offices of Physical Education and Military Instruction appointed by
the Commandant for 2-year terms, and the Assistant to the Dean {Secre-
tary without vote).

2. Class Commirtees. (First, Second, Third, Fourth)

Respongibilities: To report to the Dean on acaiemic matters
pertaining particularly to the cadet cless concerned, including the
determination of proficiency of cadets, cadets to be advanced from
class to class, the disposition of cadets who are deficient, and cadets
vho are to be granted diplomas.
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Composition: Two non-tenured faculty members from depaxtments
which teach required courses to the class concerned, a representative
from the Office of Physical Education, a representative from the De~
partment of Tactics, and the Chairmun (appointed by the Dean) who will
be the Head of an Academic Department which teaches a required course
to the class concerned; the Assistant to the Dean will be Secretary

without vote.

3. Scholarship Committee.

Responsibilities: To zrecommend to the Dean cadet candidates
for scholarships authorized by current Army regulations; to monitor
administrative arrangements for scholarship candidates; to report omn
cadet participation in scholarship programs.

Composition: Representatives of Department Heads of Social
Sclences, Engineering, Physics, and Foreign Languages; a represeatative
appointed by the Commandant and representatives from two other academic
departments appointed by the Dean for 2-year terms. The senior member
will be Chairman; the Assistant to the Dean will be Secretary without

vote.

4. Academic Division.

Responsibilities: To reccmmend to the Dean course content,
elective courses, concentration, and field requirements, and other
matters relating to the sevexal disciplines in the academic diviaion.

Composition: Chairman to be elected by the tenured faculty
members in each department within the divisional area, a tenured and
non-tenured faculty member appointed by each Head of Department in the
divisional area for a :<-year term, and a represeatative appointed by
the Commandant for a 2-year term.

5. Instructional Support Committee.

Responsibilities: To advise the Dean on matters conceruing
the use of Academic Computer Center and instructional techmology to
support cadet instruction.

Compozition: Associate Dean (Chairman), one representative
from the Departments of Earth, Space, and Graphics Sciences, Mathe-
matics, Physics, ard Engineering; two representatives from other Aca-
demic departments to be appointed for l-year terms on a rotating basis;
and a representative each from the Office of the Commandant, the
Deputy Post Commander, nnd Instructional Support; and Assistant to
the Dean (Secretary without vote).
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6. Library Comittee.

Responsibilities: To advise the Dean on matters concerning the
operations of the USMA Library and to recommend to the Dean changes in
policy, regulations, or procedures applicable to the Library.

Composition: Librarian; Director of Plans and Analysis; ten-
ured representatives of the Heads of Departments of English, History,
and Social Sciences; and a non-tenured representative of each of the
remaining academic departments who shall serve for a period of 2 years.
The Chairman will be the senior tenured faculty member; the Assistant
to the Dean will be Secretary withcut vote,

7. Cadet Academic Council.

Responsibilities: To advise the Dean on academic matters of
concern to the Corps of Cadets.

Composition: Sixteen cadets (one from each class in each regi-
ment) appointed by the Commandant; the Chairman and Secretary will be
elected from the members.

8. Mathematics Instruction.

Responsibilities: To coordinate the content and timing of
mathematics instruction with the requirements of other courses; to
eliminate duplicatory teaching requirements; to develop applications
and requirements which exploit the use of computers as mathematical
problem-solving devices.

Composition: One representative each from the Department of
Behavioral and Leadership Sciences, Chemistry, Earth, Space, and
Graphic Sciences; Electrical Engineering, Mathematics, Mechanics,
Physics, Social Sciences; Office of the Commandant; and Instructional
Support and Information Systems Division, Office of the Dean. Sec-
retary without vote, Assistant to the Dean.

9. Writing.

Responsibilities: To develop and coordinate a logical and
balanced program of written requirements spanning the four-year cur-
riculum; to establish standards for the length and scope of require-~
ments within each year; to review and establish grading standards for
gramar and manner of expression.

Composition: One representative each from the Departwents of
Behavioral and Leadership Sciences, English, History, Law, Social
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Sciences; 0ffice of the Commandant; Basic Sciences and Mathematics
Division; and Applied Science and Enginearing Division. Secretary:
Assistant to the Dean.

D. Commandant's Committees

1. Professional and Militery Training.

Responsibilities: To advise the Commandant of Cadete on the
program c¢f professional and military training of the Corps of Cadeta
by the Department of Tactics.

Composition: Director of Military Instruction (Chairman), two
company tacctical officers, one instructor from the Office of Physical.
Education, two representatives from the Department of Military In-
struction, and one tenured faculty representative and one non-tenured
faculty representative appointed by the Dean. Secretary to be ap-
pointed by the Chairman.

2. Disciplinary Review Committee.

Responsibilities: To advise the Commandant on the state of
discipline in the Corps of Cadets; to propose any needed changee in
poiicy or procedures; and to recommend the dismissal of any cadet for
deficiency in conduct.

Zomposition: Brigade Tactical Officer (Chairman); three addi-
tional officers appointed by the Commandant; one tenured and one non-
tenured faculty member appointed by the Dean for 2-year, overiapping
terms; two cadets (without vote or attendence on matters of dismissal)
appointed by the Cadet First Captain; a commissioned cfficer from the
Commandant's office (Secretary without vote).

3. Category I and II Leadership Boards.

Responsibilities: To adviee the Commendant on leadership in-
struction, positions, and evaluation, and to recomnend for diemissal
those cadets deficient in leadership.

Composition: Brigade Tactical Officer (Chairman), regimental/
battalion Tactical Officers, two officers appointed by the Commandant,
tenured representative of the Department of Behavioral and Leadership
Sciences, and three officars appointed by the Dean for 2-year terms.
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E. Deputy Post Commander's Committees

1. Installation Planning Board.

Responsibilities: To prepare the proposed Master Plan for the
Academy, to ensure appropriate coordination with Federal, State, and
local agencies for resolution of unusual physical development problems,
to engsure that maximum use 18 made of existing facilities, and to for-
mulate and justify the construction program for the installation.

Compogition: Dean (Chairman), Commandant, three Heads of
Academic Departments to be appointed by the Superintendent, Chief of
Staff, Deputy Post Commander, Director of Industrial Operations, Comp~-
troller, Director of Plans and Analysis, Divector of Facilities Engin-
eering (Secretary), and the Deputy District Engineer of the New York
District.

Z. Museum Board.

Responsibilities: To recommend policy for museum operations;
to advise on museum memorial gift and award activities, and on joint
gift funds of the West Poinc Museum and the USMA Library.

Compcsition: Tenured representative of the Department of His-
tory; three faculty members appointed by the Deaa for 2-year terms,
Director of Alumni Affairs and Gif{ts, Museum D’rector, and USMA Librar-
ian (Secretary). The Superintendent will appoint the Chairman.

3. School Board.

Responsibilities: To review curricular, faculty and staff, and
facilties matters of the West Point Elementary School System.

Composition: Three representatives appointed by the Dean, one
representative appcinted by the Commandant, one representative
appointed by the Deputy Post Commander; Secretary (withcut vote) will
be the school superintendent. The Superintendent will appoint the
Chairman.

4. Housing Advisory Council.

Responsibilities: To review housing policies and to recommend
needed changes.

Composition: ‘Three members appointed by the Dean, one member
appointed by the Commandant, one member appointed by the Deputy Pori
Commander (Chairman); the Chief of the Housing Division will serve as
Secretary (without vote).
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5. Real Property Construction and Maintenance Review Board,

Responsibilities: To advise on all matters pertaining to minor
new construction and all majoxr real property msintenance projects.

Composition: Chief of Staff (Chairman), Deputy Post Commander,
Dean's representative, Comrandant's tepresentative, Director of Indus-
trial Operations, Directer of Facilities Engineering (Secretary), Comp-
troller, Assistant Deputy Post Commander (Stewart Army Subpost).
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APPENDIX F
ADMISSIONS

A. Discussicn.

Perhaps no other single factor influences tne environment of a
university as dramaticaliy as does the nuality of its entrants.
With regard to the Academy, some interviewees stated uuring the course
of our study thac the primary success of West Point coui' he attributed
to the consistent quality of its entering classes. This peiception
indicated the importance of the Admissions Office and its programs
to the environment. In turn, ir is this importence which has fecused
attantion upon thz Admissions Office from sources both interaal and
external to the Academy. Much is expected from the Admissions (*Iice,
and it 1s readily criticized for real or imagined faults. Inseparable
from our study of admigsion. were the topics of pregraduation etirition
and post-graduation resignation. The Study Group found no unanimity
concerning the rela.ionship of cadet attritioa ard graduate resignaticms f
to the cadet enviromment nor could auy definite relationships be established g
concerning the effect of the cadet environment on these losses. However,
no topics involving the Military Academy have been the subject of as much
internal and external study and conjecture as the sttrxition of cadets over
the four-year program and of graduates prior to the completicn of a full
career. This attention 18 understandable, given the outstanding quality
of each entering class, the considerable cost of the educaticnal and
training programs, and the public nature of the institution. Since
West Point is a national institution, ite czdets and graduates are viewed
py the public as more tnan just college students and Army cfficers.
This fact alone demanded the inclusion of these brief comments on
both attrition and post-gradvation resignation. b

Ll e

The mission of the Admisssions Officz 1is to establish and execute
admissions procedures and maintain candidare records. Perhaps no other
major office at the Academy has changed so radically in recent history.
The expansion of the Corps of Cadets during a periced cf vocal anti-
militarism was the catalyst which caused significant change in the
administration of the admissions program. This required the Admissions
Office to depart from its traditional role of processing candidate records
and Congressional education and liaison to that of an active seeker of
qualified, motivated candidates. While the traditional missione of the
Admissions Office remain, all availetle indicatcrs of the target popula-
tion dictate an aggressive program of recruiting, admigsiona information
distribution, high school counselor education, and personal contacts with
interested groups and individuals. The Admissions Office generally has '
moved aggressively ir these areas with the excellent, lunovative !
Cadet Public Relations program, the Reserve Officer Lialson program, :
use of the West Poiut Societies, and the educator visits. The compu-
ter program, designed to support admissions programns, was found to be
one of the most innovative management systems at USMA.
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Through the years West Pount has continued to attract an outstanding
class; and, judged by any standaxds, candidates are competitive with the
cther academies. Tt is significant to note that, while SAT scores
nationwide have declined and the size of the entering classes have
expanded, the quality of candidate attracted to the Academy, as measured
by SAT scores, has remained basically constant. A different type com-
parison, that of attitudee, educational background, end career aspirations
of entrants, compared with otber groupings of coliege and universities,
again iandicates the high guality of Academy entrauts.

Figures analyzed indicate that the adwissions program must coniinue
te lmprove if scholastic achievement is to be the primary indicator of
quality for the Incoming :lass and if USMA is to compare favorably with
the other Felerazl academies. One method of improvement which should be
congistently pursued is to question candidates declining appointments

and othexr top quality prospects to determine what the Academy and the

Ammy could do to improve the competitive position of Weast Point. Studies

of prospects who decline have been conducted in the past but need
institutionalizatlon until negative factors ran be identified and corrected.

The aduilssion procedures for the admittsace of women appear to have
been well planned, managed, and coordinated. Tne entry figure of about
100 women per ciass appears to be an sappropriate number, not oanly to
provide a proper environment at West Point, but to meet projected needs
of . ot well

Ti.e ada._oslons procedures &re cu *arsome, complicated, difficult
to understand, and time-consaming in Luetvaesfsion with civilian schools.
Steps should be taken to reduce the amourn® o' ,re-entcsance paperwork
required of candidates. Some procedures &re wanuctad Lv Congress and
are beyond the ability of the Academy to change suL:iun:cively. This
difficulty reinforces the importence of providing iniormation to
prospective candidates and counselors and explains the shift of emphlasis
of the Academy's educational efforts :rom high echool juniors and seninrs
to sophomores and freshmen. Adnmissfona procedures; cther than those
required by Congreas, should be streamlined. Some procedural changes are
currently under study by West Point authorities. In addition, West Point
should teke full advantage of san agyressive 2arly acceprance program for
outstanding candidatez.

T pool of qualified, nmotivated candidates for USMA does not
appear to be a3 great as commcnly believed. In an effort to maintain
the strength of the Corps of Cadets at the level required to meet
input quotas for Regular Army cfficers, candidates may have been ad-
mitted whose motivation made them puor risks. Additionally, tiere
appears to be nc substantial pool of qualified, motivated women iho
desire admlttance to West Point as long as the curriculum maintains an
engineering urientation. Considering these factors, cadet streangth should
be allowed to fluctuate, w thin mavageable btounds, as agreed upun by the
Academy and DA, OSD and the Conyxress so that the quality of entrants will
provide for a high probability of success as cadets and s Regulsr Army

officers.

174



daialia

TTT e ey B ol B iidn s RS Ao bt it L T ~r L\ g ¥ Lt ——rey ey

The compoeition and functions of the USMA Admissions Committee
were similar to all other instiitutions investigated. The committes
deliberations observed were thoughtful, efficient, and mindful of thae
whole person concept. The Admisaions Committee ie empowered to act
on those candidates obviously qualified and those c¢bviously not.

They send to the full Academic Board only those cases vpon which they
cannot agree or which represent some degree of risk. Neverthalass,
over 500 files per year are considared by the Academic Board. It is
apparent that current procedures require the forwarding of excessive
numbers of files from the Admissions Committee to the Academic Board.
The majority of these cases appear to rapresent excessive attantion
t~ detail by the Academic Board. The limits of authority of the
Admissions Committee should he broadened so that only those admis-
sions cases which represent major deviations from admissions policies
for the entering class are trought before the Academic Board. An
expansion of the authority of the Admissions Committee is currently
being contemplated by USMA and the Study Group agrees that this is
appropriate. It also appears advantageous for the Admlssioas Office
to be authorized to decide on certain obviously qualified or dis-
qualified candidates within established vpolicies.

B. Findings.

In summary, the Study Group found that:

- The USMA Admissions Office apvears to be well managed, mission-
oriented, and anxicus to improve its operation. Particularly, commend-
able is its application of automation to admissions procedures. It is
apparent that Admissions Directors et the other service acaderies re-
spect West Point's admissions operations and techniques.

- The quality of incoming ciasses has remained high in both abso~
‘vi2 ana relative terms. However, continuous studies of prospects who
deciine and independent research of outstanding prospects may allow
USMA and/or the Army to identify factors which, if elimineted, would
improve USMA's recruiting positionm.

- The admission program for women appears well-planned, coczdinated,
and apparently meets the needs 3f the Academy and the Army.

- While the quality of incoming classes rewains hiigh, more aggs: -
sivae early admissions program may be necessary inm the futui : to recruit
and retain gifted candidates. Recruitment will be necessary to ensure
the admission of classes of continued high quaiity.

- The pool of qualified, motivated candidates desiring to attend
USMA does not appear to he as great as 1z commonly believed.
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- The Academic Board consistently raeviews approximately 500 candi-
date files per year. Thie number appears cxcessive and easily correct-
able by broadening the authority of the Admissions Oifice and the
Admissions Committee.
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APPENDIX F
THE INSTITUTIONAL FUNCTIONING INVENTORY (IFI)

The 1IFI, a product of the Educaticnal Testing Service, waes adminis-
tered at USMA in April 1977. Those completing the survey included 100
faculty members, 38 administrators, 48 members of the Tactical Depart-
ment, 112 senior cadets (Class of 1977}, and 89 junior cadets (Class of
1978). The IFI uses the responses to 132 questions to develop scores
on 11 scales. Students answer only the first 72 questions which re-
sult in scorea for six scales. According to the ETS technical manual:

The IFI provides a means by which a college or university
can describe itself in terms of a number of characteristics
judged to be of importance in American higher education. The
instrument assumes that different individuals and constitusnt
grouns will perceive the institution differently; the IFI thus
affords the opportunity for study of sources of disparate
beliefs about work of the college as a device for gself-study,
a college's scores on the IFT would hava meaning only in rela-~
tion to the institution's presumed roles and objactives, about
which, to be sure, there may or may not be agreement.

The scores of the three staff and faculty groupes on the IFI agree on
virtually all scales except Institutional Esprit (IE). Scores and defini~
tions appear at the end of this Appendix. The IE scale refers to a sense
of shared purposes and high morals anong the staff and faculty und low
scores suggest antagonism among and between groups as well as poor morale
in general within the group. The members of tLhe Department of Tactics are

approximately 20 percentile points below the faculty and administrators on

the IE s3cale. Although the IE scores fo. the faculty and administrators
are higher than th: average of other institutions, they are lower than

one should expect for West Point. When the IFI was taken by 79 faculty
members in 1968, the IE score ranked at apprnximately the 90th percentile,
while the current scores for faculty and administrators are at about the
60th percentile. As was mentioned, the Department of Tactics ranks even
lower, near the 40th percentile. One explanation for low scores of both
the staff, faculty, and Tacs, of course, may be the Electrical Engineering
304 situation and its aftermath, but it should be a matter of cuancern for
the future,.

The ETS technical manual suggests that "low scorus on the Freedom,
Democratic Governance, Improvement of Society, and Meeting Local Needs
gcales and relatively high scores on the Institutional Exprit and Self-
Study and Planning dimensions are coasistent with one's expectations,
glven the special mission of the militery academies." The manual does
not predict the rolatively high score on Loncern for Advancing Knowledge
(An) or the significancly low scoree on Concern for Innovation. The

l
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high AK score may have resulted from a misinterpretation of some ques-
tions. However, given the mission of USMA, one would expect that the
AK score would be lower, particulariy in comparison with Concern for
Undergraduate Learning (UL). AK measures the degree of emphasis on
research and scholarship while UL reflects the degree of emphasis on
undergraduate teaching and learning. If the scores on AK and UL are
accurate descriptors of the perceptions at YSMA, one might conclude
that some zhift in emphasis is deairable.

The lower score on Concern for Innovation (CI) may be the moet sig-
nificant indicator of this survey. The technical manual says:

Concern for Innovation refers, in its highest foram, to
an institutionalized commitment to experimentation with new
ideas for educational practice. A high sccre reflects the
view that senior administrators are receptive to new ideas,
that people are encouraged to innovate and experiment at all
levels, and that eignificant changes, in the curriculum, for
exemple, have, in fact, been made in recent years. Low scores
could imply traditionaiism, complacency, or opposition to
change in the college community.

Examination of responses to the questions which contribute to the CI
scale shows a low rating in "general willingness here to try innova-
tions that have shown promise elsewhere,' extremely high rating in
"tradition so strong it is hard to modify established procedures or

try new ones," very low rating in "senior asdministrators and department

chairmen encourage professoxs to try new courses &nd methods:ﬂ and
unusually strong sgreement with the atatement that "ideas for innova-
tions muat be approved by top level administrators before being tried
out.” The answers support a perception that decisions are controlied
at too high a level and that innovations suggested at low levels re-
ceive little support. The CI score for this survey 1s much lower
than on the 1968 survey. In 1968, the CI score was only slightly be-
low the national mean while in 1977 it is more than a standard devia-
tion below the mean.

The scores for the two groups of cadets sgree with the staff and
faculty on Intellectual-Aesthetic Extracurriculum (IAE), Freedom (F),
and Democratic Governance (DG). Minor variations occur on Human Diver—
@ity (HD), Concern for Improvement of Society {(I5S), and Concern for
Undergraduate Learning (UL).

Cadets perceive the West Point community &s less heterogeneous (HD)

in terms of faculty and atudent background and beliefs than do the
staff and faculty.
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Both cacdet groups scored higher on IS than the staff and faculty.
The difference is explained when one examines the questions feeding
this scale. For example, while (3 percenc of the cadets perceive that
a aumber of professcys are involvad in ecoromic planning at the na- i
tional or state level, only 26 percent of the staff and faculty ve- ;
lieve this is true.

The junior cadets (Class of 1978) scored higher on the UL scale
than did the staff and faculty or the Class of 1977. This difference i
indicates a perception of a slightly greater emphasis on undergraduate
leamming and teaching than that seen by the other groups.

From the above examination several conclusions emerge:

a. Although the perceptions of the various groups of the function-
ing of USMA are in basic agreement, not all of tifie ratings are at de-
sirable levels.

b. Esprit and morale among the staff and faculty, especlally in the
Tactical Department, are unusually low.

vicine i
Rt

c. The relative emphasis on research and scholarship (AK) and an
undergraduate teaching and learning (UL) are inappropriate,

d. The traditionalism, complacency, opposition to change, and lack
of encouragemert to innovate and experiment (CI) have become tco strong
and are stifling iniciative,

e. Too many decisions have to be made at too high a lewvel at the
Academy .

The following chart depicts scoring by category of the varioua group...
Cadets were not surveyed on the last five items.
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BRIEF DESCRIPTIONS OF THE ELEVEN SCALES OF THE INSTITUTIONAL FUNCTIONING
INVENTORY

1.

10.

11,

—

Intellectusl-Aesthetic Extracurriculum (IAE): the extent to which activities and opportunities for
intellectual and aesthetic stimulation are available outside the classroom.

. Freedom (F): the extent of academic freedom for faculty and students as well as freedom in their

personal lives for all individuals in the campus community.

. Human Diversity (HD): the degree to which the faculty and student body are heterogenecus in

their backgrounds and present attitudes.

. Concern for Improvement of Society (IS): the desire among people at the institution to apply their

knowledge and skills in solving social probiems and prompting social change in America.

. Concern for Undergraduate Leamning (UL): the degree to which the college--in its structure,

function, and professional commitment of faculty-emphasizes undergraduate teaching and
learning.

. Democratic Governance (DG): the extent to which individuals in the campus community who are

directly affected by a decision have the opportunity to participate in making the Gecision.

Meeting Lacal Needs (MLN): institutional emphasis on providing educational and cultural
opportunities for all adults in the surrounding communities.

Seif-Study and Manring (SP): the importance college leaders attach to continuous long-range
planning for the total institution, and to institutional research needed in formulating and revising

plans.

Concern for Advancing Knowledge (AK): the degree to which the institution—in its structure,
functior, and professional commitment of faculty --emphasizes resezarch and scholarship aimed at

extending the scope of human knowledge.

Concern for Innovation (CI): the strength of institutional commitment to experimentation with
new ideas for educationa! practice.

Institutiona! Esprit (IE): the level of morale and sense of shared purposes among faculty and
administrators.
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