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FOREWORD

A Board for Dynamic Training was formed at Fort Benniné,
Georgia, in early Septemb;r, at the direction of the Chief of
Staff of the Army. The Board is chaired by Brigadier General
P. E. Gorman, Assistant Commandant of the U.S. Army Infantry
School.

HumRRO was asked by the Board to assist in the development
and analysis of a survey, to be administered to experienced officers
and enlisted men, to identify the major problems now serving as
barriers to the development of innovative, challenging, and stimu-
lating unit training, Army-wide. This Consulting Report is a
report of that survey.

This Technical Advisory Service was conducted at HumRRO Division
No. 4, Fort Benning, Georgia, under the supervision of Dr. T. O.
Jacobs, Director. LTC Chester I. Christie is the Chief of the U.S.
Army Infantry Human Research Unit.

HumRRO research for the Department of the Army is conducted under

Contract DAHC 19-70-C-0012. Training, Motivation, and Leadership

research is conducted under Army Project 2Q062107A712.
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SUMMARY AND CONCLUSIONS

It will be clear to anyone who examines the Appendiﬁ that the present g
report does not elaborate all the data actually conéaigéd in the survey E
results. An attempt has been made to restrict the discussion to those
findings of greatest salience, from the point of view of identifying the
problem (to the extent the problem can be identified in a survey instrument),
and factors that bear on the problem. To the extent that overall conclu-
sions can be drawn from the data collected in this survey and discussed in
this report, they probably would be:

(a) Overall, there is substantial confidence at all rank levels in

the motivation and quality of small unit commanders and leaders. This

suggests that there would be no universal support for the proposition that
these leaders and commanders are basically lacking in ability. There

is a feeling at the lower levels that their training for conducting small
unit training has not been as adequate as it might have been.

(b) There are substantial indications in the survey results that
seniors and subordinates do not see eye-to-eye on many key points and
expectations, many of which have to do with the present quality of small
unit training, the possibility of improvement, and the way in which improve-
ment might be effected. As an example, Table A shows responses to a
question as to whether respondents would characterize training in their units
as dynémic, as the term was used in the survey instrument. There was a

substantial tendency for personnel at the lower grade levels to believe
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that their units' training was less frequently '"dynamic" than was the case
at the higher grade levels. Differences were also found in relative

priorities assigned to various mission/problem areas; perhaps the most

’
S

important of these was the tendency for lower ranking personnel to feel

that the current system is inflexible and rigid, while higher ranking per-
sonnel do not. These discrepancies are evidence of inadequate communication
between rank/grade levels, and perhaps of overcontrol by the more senior

field grade officers, at least as seen by their juniors.

Table A

IS TRAINING NOW DYNAMIC

CONUS
EUROPE
OTHER

06-8
05

04-5
01-3
E7-9

&
wn
.

TO WHAT EXTENT WOULD YOU CHARACTERIZE
THE TRAINING IN YOUR UNIT AS 'DYNAMIC" l ;
AS WE USE THE TERM? :

a. Rarely, if ever ...... .
b. A few times ...... Sie) shers
c. PFrequently .....icc0040
d. Almost always .........

2ua 207 2070 2090 2910208 23,00 2.9

N WS

(c) There were also substantial indications of over-commitment and
understaffing, together with strong feelings that these affect the commander's
ability to conduct dynamic small unit training. There were also indications

that small unit commanders may be over-committed insofar as their own time

is concerned, perhaps to a point that they cannot participate in the planning

and conduct of small unit training to the extent that they would wish.

ii

B P e e e b b b e e e e e el e e e —

e, —




By Al < 2

(Further, it would be possible to speculate that an over-committed small
unit commander may find it difficult to provide the best quality of leader-
ship even when he is able to be present.)

(d) While there were many differences across grade levels and across
locations, differences between USAREUR responses and CONUS responses were
not nearly so pronounced as had been initially expected. This suggests
that most of the training problems found to exist are Army-wide rather
than peculiar to just one area or theater.

(e) Resources for the conduct of innovative small unit training
apparently are not as adequate as respondents would like them to be.

There are indications that the available DA literature is not as pertinent
as it could be, and that Army Training Prcgrams and Army Subject Schedules,
while generally available, are not as useful as, for example, Field Manuals
and Technical Manuals. This seems rather paradoxical, and suggests that
there is at present a void in the literature resources available to the
small unit for the development and conduct of innovative small unit train-
ing. Further, there are some indications that in this area, at least,

USAREUR units were in greater need than CONUS units.
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22 October 1971
ANALYSIS OF TRAINING MANAGEMENT SURVEY

"On 30 June 1971, the Chief of Staff of the Army directed that all
detailed training management be decentralized to battalion and lower
level, that mandatory subjects pfescribed by higher headquarters be
eliminated, and that training guidance be provided to battalions by
mission-type instructions rather than detailed directives. Further,
individual training records were no longer to be required.

Each commander must now estimate his own situation, conduct indicated
instruction and periodically reappraise the status of his unit's training:
Unit.readiness to execute mission, the job proficiéncy of each of its
soldiers, and his possession of adequéte knowledge of his responsibilities.
The Chief of Staff is aware that the trainer faces perplexing problems of
inadequate time, limited resources, restricted facilities and personnel
turbulence. He calculated that solving these problems would stretch the
commanders professionally and allow full play for their energy, enthusiasm,
imagination and ingenuity.

The following characterize dynamic training in combat arms units:

a. Training tailored to need from the commander's appraisal of his

unit and his soldiers.

b. Training which meets need despite constraints. Unit constantly

trains toward commander's training objectives even if hampered by reduced

strength, limited training facilities, or other scarce resources.
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c. Training in which input by the trainer (instructor) is

imaginative, innovative, professionally stretching.

d. Training in which the output for the trainee (student) is job-

satisfaction -~ a zestful, stimulating, rewarding learning experience.

Commanders and their training managers should be able to draw on the
experience of those who have encountered and overcome training difficul-
ties in the past, to tap into the impressive expertise at the service
schools for solving new problems, and to become acquainted with innovative
solutions devised by contemporaries in the field. To initiate better
support in the short range and recommended long term improvements, CSA
has directed formation of a Board for Dynamic Training. The Board is
composed of representatives of the Artillery, Air Defense Artillery,
Armor, and Infantry arms, Active Army Divisions and the Reserve Components.
The Board is sited at Fort Benning, and is chaired by Brigadiér General
P. E. Gorman, Assistant Commandant of the Infantry School.

As one first step in discharging these responsibilities, the
Board tasked HumRRO to assist in the development and analysis of a
survey, to be administered to experienced officers and enlisted men,
to identify the major prohlems now serving as barriegs to the develop-
ment of innovative, challenging, and stimulating small unit training,

Army-wide. The present document is a report of that survey.
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“ At the outset, there were three major hypotheses which were con-
sidered feasible:

1 o a. That the present seeming lack of challenging and innovative

small unit training could be attributed primarily to the lack of

g experience among junior commanders and leaders in developing and conducting

such training, in large part because of nearly a decade of concentration

E on the problems of the Vietnam war.

b. That junior commanders and leaders are failing to develop and
conduct such training in part because they are the product of a culture
which gave them more passive, receiving experiences (e.g., watching

television) as opposed to active, accomplishing experiences (e.g., hiking

or hunting), than was true of previous generations. (It should be noted
that this was viewed as a relatively unlikely hypothesis at the outset
by the Board for Dynamic Training.)

c. That the relative lack of dynamic training was the result of
systemic problems, that is, too many assigned missions, inadequate

resources, and inadequate priorities for the training mission itself.




» The survey to be reported hereig was designed, in large part, to
provide such data which would assist in determining which ohe(s)
of these hypotheses might in fact be correct. In order to accomplish
this purpose, it was necessary to collect data from a wide representa-
tion of units, arms, and background experience levels. Accordingly,
a major effort was made, within the time frame available, to collect
data which were representative of Army problems world-wide. Table 1
shows the composition of the sample analyzed for the purposes of this
report. Of 802 persons responding, 492 reported on a CONUS unit, 86 on
a unit in Europe, and 224 on units in other areas, worldwide, except
Southeast Asia. (Southeast Asia was omitted because it was judged that
relatively little small unit training is being conducted there.) The
large majority of subjects were either company grade officers or senior
noncommissioned officers, though a substantial number of relatively
senior field grade officers were also obtained in the sample. As can
also be seen in the Table, there was a fairly wide sampling across
Infantry, Armor, Air Defense, and Field Artillery, with Infantry officers
in the company grades constituting the largest single group of survey
respondents.

These respondents were screened from a larger number of officers and

noncommissioned officers completing the survey forms on the basis of the

following criteria. To be included in this survey, the respondent had




Table 1
Distribution of Present Sample
by Rank, Arm, and Location
RANK BY LOCATION
Location &

Ronk CONUS Europe Other Zoral
06-08 6 6 16
05* 45 17 62
04-05%* 76 26 106
01-03 214 68 83 365
E7-9 151 10 92 253

TOTAL 492 86 224 802

RANK BY ARM
: Air Field

Rank Infantry Armor Defense Artillery Total
06-08 7 5 2 2 16
05%* 30 13 3 16 62
04-05%* L 17 7 31 106
01-03 212 66 23 64 365
E7-9 83 _49 49 72 253

TOTAL 383 150 84 185 802

*05 with more than 3 years in grade and/or Battalion Command experience
**%05 with less than 3 years in grade
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to have reported that his last duty assignment to a TOE unit was either

as a commander or leader (or sergeant major, first sergeant, or platoon
sergeant for noncommissioned officers), or that he was in a staff position
as either G3, S3, or an Assistant to one of those (or operations sergeant

for noncommissioned officers).

PLAN OF REPORT OF SURVEY
The present survey addresses, as a way of dealing with the three
hypotheses mentioned earlier, three major topics in order:
Current resources and present unit capabilities.
Problems and barriew to more effective training.
Ways of possible improvement.
RESOURCES AND CURRENT CAPABTLITIES
Table 2 shows responses to the first four questions of the survey,
which dealt with the availability and utilization of conventional resources
for the development of training. Responses to these questions were
obtained on a four-point scale from 'never'" to "always,' as shown at the
top of Table 2. The responses indicated in the table are averages of
all the responses obtained from all officers and noncommissioned officers
broken out by location of unit on which the survey report was based.
Fxamination of the averages for Item 1 suggests that the differences
between locations are not particularly large. 1In fact, remarkable
similarity was found between small units in CONUS and small units in

Europe on all excepr the last two entries for Item 1. Unifs in




Table 2
Availability and Utilization of Conventional
Resources for Developing Training
Response Scale

Never Sometimes  Usually Always
1 2 3 4

pe

©n H
e
o =3 &
O | O
: 1. DID YOUR BATTALION PROVIDE: 1
a. Only oral guidance for the conduct of training..... 2.0 2.0 2.1
L b. Written Unit Traindng Programs. .. «s «s ssissessesasies 31 3.0 3.0
c.. ‘Written Training Schedules. cc.use e s o siseoreiseissleaios 3.5 3.5 3.4
d. Written Training Calendar......... R e el s 3.l 352 5258
e. - Written Tralning RepOLtE e e iesssssooitosessnis st 2.9 .3.05.-2°9
f. Written Army Training Tests (ATT)...... e 2.8 2.8 2.6
g. Written Battalion Training Circular......... oesdderelad 2982295055
hic. Written Training RECOYAE . cs ccivesisve e soisismaniosons S 373530300
f.. Written Policy File.....eeest Sl e e e ae iy ey A B e T b
j. Written Operational Readiness TeSt...ceeeeeness Sielers 2.8 #3090 209
k. Written School/Center Training Literature....... Site 2latly R 2

2. 1IN ADDITION TO WRITTEN TRAINING GUIDANCE, TO WHAT EXTENT
DID YOU RECEIVE ADDITTIONAL ORAL GUIDANCE DIRECTLY FROM
EACH OF THF FOLLOWING:

a. Division €CG...sse Sie Siaieteiaiaitors T e T o B O B S e e 3 s 3
| PHEERY 1 | I e Ok e o he e e Saie w e ae v eee . . .
€. DPivision Staff Officers..... AL S B M e 3
d. Brigade CO.. dvessavovinoves e R e e e . . .
e. Brigade XO....... RN IO e O O o .

£. Brigade Staff OFEICErs. . visimiet o eem s el nsioeusn
8. DBattaldon CO.csesceciaiinmassosiobnissscosasesasiossss
N Battalion X0 s et vncnsrais T T s
Lo ‘Battallon 83 do e csdiviscs v il o s susiewsimee s oebies
Jo Battallon! Sl 52, OF S svs v s siveisen sioe e
K. ‘Company ConmMANAEr. . e ey vsineeessnsseriviionsssesises
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Table 2 (cont'd)

Availability and Utilization of Conventional
Resources for Developing Training

b. Army Subject Schedules....... e aetane
e. Army Regulations..... sl#ela oty ar s ienluie Shatats

4., TO WHAT EXTENT DID YOU USE THE FOLLOWING IN
CONDUCTING TRAINING:

€. Army RegulationS....ceevececesscscens

CoNus

3 3. TO WHAT EXTENT DID YOU HAVE ACCESS TO RELEVANT:
% a. Army Training Programs (ATP)......cece...

c. Field Manuals (FM)..... Sielsle s @ix Sierale nieiiatols
d." Techunical Manuals (TIM) .« .. c.iiicen cosacvsmssssssas

.
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a. Army Training Programs (ATP)......eeeeeeeeeneens
b. Army Subject Schedulec........ elaksistateiy S
c. Field Manuals (FM)eeeeeveeenonsnn S CRPYPORE ST 18- e L

d. Technical Manuals (TM).v.veeeeeocennsss
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USAREUR reported significantly more frequent provision of written
operational readiness tests, and CONUS units reported more frequent
availability of written school/center training literature. Considering
mission requirements in USAREUR and the close availability of schools to
CONUS units, these differences are not surprising.

It is interesting also to examine responses across the various
entries, irrespective of location. It is interesting that only oral
guidance for the conduct of training was reported to have been provided
only "sometimes," in a rather consistent fashion. The implication is
that written guidance of one form or another was proably usually

provided, which seems to be the case on examining the averages for the

other entries. Written training schedules were the most frequently
reported written guidance, with written training records, written policy
files, and written training calendars following. Written school/center
training literature seemed to be the least often available, though it was
reported to be provided somewhere between 'sometimes" and "usually."

While Item 1 dealt with locally developed (in the main) and maintained

written resources for the development and conduct of training, Items 3

and 4 dealt with the availability and utilization of Army-wide materials.
Availability was addressed by Question 3. As can be seen from examination
of average responses to this item, such materials as Army Training Programs,
Army Subject Schedules, and so on were reported to be more frequently

available than the type of materials listed in Item 1. The most frequently
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available were Field Manuals, with an average response very close to the
top of the scale "always." Technical Manuals and Army Regulations were
nearly as frequently available.

Even though the differences in the Table between CONUS, USAREUR,
and other units are quite small, they still show that to a slight extent,
even these Army-wide reference materials are somewhat more available to
CONUS units than to units outside CONUS.

Given that these materials were widely available, it was then of
interest to learn how frequently they were used. Here, there were notable
differences in the relative frequency of use of these materials, though
for any one kind of resource material, there was little variation between
units as a consequence of their location. Field Manuals were reported
most frequently used, followed by Technical Manuals and Army Regulations.
Army Training Programs, paradoxically, were least frequently reported used,
though even here the frequency of use was only slightly below "usually."

Comparison of Items 3 and 4 suggests, however, that the availability
of such DA supplied materials is higher than their utilization. As a
check on this, an item was asked concerning the respondent's feelings
about such formal small unit training guidance. Responses to this question
are shown in Table 3,where a three-point scale was used for responding.

It 1s interesting that the average response from all three locations was
exactly the same, falling at a scale point quite close to the middle re-

sponse, '"They are valuable as general guidance but not always that useful

10
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Table 3

Rated Usefulness of DA Small-Unit
Training Guidance (Materials)

WHAT ARE YOUR FEELINGS ABOUT THE FORMAL WRITTEN
SMALL-UNIT TRAINING GUIDANCE SUPPLIED BY DA
(E.G., ATP'S, ARMY SUBJECT SCHEDULES, TRAINING
CIRCULARS, ETC.):

a. They are very valuable and should always be
used as a reference when conducting training.

b. They are valuable as general guidance but
not always that useful when training is
being conducted.

c. They are of little value in that they do

not take into consideration important local
factors.

11

Response Scale

w

CONUS
‘Europe

2,1 2.1

Other

2.1
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when training is being conducted." This rating is particularly significant
when related to the difference in utilization of the five entries listed

in Item 4, in which Army Training Programs and Army Subject Schedules

were least often used of the five. The suggestion might be that improvement
is warranted at least in these materials in order to make them more geneg-
ally useful to small unit trainers.

In addition to written guidance, guidance can also be furnished directly
(that is, orally) by anyone of a number of officers from the Division Commanding
General down. For the purposes of the present survey, the Company Commander
was the lowest commander of interest. The source of possible oral guidance,
and the frequency of its occurrence, was checked in Item 2, which is shown
in Table 2. While differences between locations are not at all large,
differences between command levels are. Specifically, training guidance
from division and brigade levels was reported an average of "sometimes"
or less. In contrast, guidance was reported from the Battalion CO or the
Battalion S3 "usually" or more often, with the Battalion S3 geemingly
providing somewhat more training guidance than the Battalion CO. This, of
course, is not surprising. Equally unsurprising is the infrequent report
of training guidance from other battalion staff officers. One finding
in this Table which is of substantial interest, however, is the frequency
of receipt of oral guidance from Company Commanders, It seemingly would have
been expected that Company Commanders would be as high on oral guidance, or

higher, than Battalion S3's and Battalion Commanding Officers. However,

12




this was not quite the case. To check the possibility that this might
have been attributable to the fact that only the lower company grade
officers and noncommissioned officers could have reported this kind

of oral guidance, responses for this item were checked by rank of
respondent (see Appendix, Page 1). Very significantly, the responses
of officers at the 0-6 level and higher were distributed in a fashion
indicating greater guidance from Gompany Commanders than Battalion

S$3's, and more from Battalion S3's than from Battalion CO's. However,
officers at each other rank level reported exactly the reverse, The
noncommissioned officers (E7-E9) reported a guidance distribution

much like that of the officers at 0=6 and higher levels. These findings
suggest fairly strongly that, while officers at brigade command and
higher believe that Company Commanders are furnishing most of the oral
guidance for training, all other officers belifeve that most of the

oral guidance that is being generated is coming from either the Battalion
CO or the Battalion S3. This includes the company grade officers them-
selves, These findings suggest the possibility that either Company Com=~
manders are not exercising the initiative that senior level commanders
expect of them, or that Battalion Commanders may be overcontrolling in
the development of training guidance, or both. (This matter will be
treated again at a later point.)

Training Facilities

Another point of interest for the present survey was to determine
the extent of availability of major and unit generated facilities and

materials for training. Average responses to questions concerning these

13
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subjects are presented in Table 4. Again, responses to these questions
were on a four-point scale, for Items 5 and 7. For Items 6 and 8, the

numbers in the Table represent the percentages of respondents answering

" L1 n_mn

yes" to a "yes"-"no" question. That is, for Item 6, for weapons ranges

14% of respondents indicated that weapons ranges were available from

" The percentage answering "no"

own resources and 86% answered 'no.
is not shown. Similarly, 77% indicated that areas for individual training
were available from own resources, while 23% answered "no." Again, the 232

is not shown.

Examination of the responses to Item 5 indicates that the various major
training facilities were available '"usually" or more often to CONUS and other
units, with one exception, General Field Training Areas, for "other" units.
However, for USAREUR units, only Classrooms were as available as for non-
USAREUR units, and the other types of facilities were significantly less fre-
quently available, with Weapons Ranges the least often available in comparison
with non-USAREUR units. This, of course, is not particularly surprising.

What might perhaps be surprising is that the least available of these major
facilities was reported available about evenly between 'sometimes," and
"usually."

0f perhaps more interest is the source from which such facilities

were available. (These figures should be interpreted with caution because

there is evidence that survey respondents misinterpreted both this

question and Question 8.) Examination of the responses for these

14
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Table 4

Availability and Source of Major and Minor
Training Facilities and Aids

Response Scale

Never Sometimes Usually Always
1 2 3 4

PLEASE INDICATE HOW OFTEN EACH OF THE FOLLOWING
TRAINING FACILITIES WAS AVAILABLE TO YOU IN
CONDUCTING SMALL-UNIT TRAINING:
8. Weapons RangeS....cccesvsovessssssesessssisacss
b. Areas for Individual Training......ccceceececee
c. Areas for Small-Unit Training.......eceeeeeeeee
e CEaBETOOMB . S lctetsia e stateiainmye snratois eralt ataralotorale e isigtorsls
e. General Field Training AreasS.....ceceeceecccees

Response: % Answering "Yes"

FOR EACH OF THE TRAINING Own
FACILITIES YOU INDICATED Resources Higher HQ
WERE AVAILABLE AT LEAST

Q
SOMETIMES, PLEASE INDICATE é’ & 3 é & b
FROM WHAT SOURCE OR SOURCES & X § (& %5 £
THEY WERE OBTAINED: © & o |oc & o
a. Weapons Ranges......... 14 25 38| .9 84 92

b. Areas for Individual
Training....eceeceecees 77 70 89| 82 85 73
¢. Areas for Small-Unit
Training....ec00000.... 58 53 73} B84 88 80
d. Classrooms...eceoec..... 88 98 92| 92 39 52
e. General Field Train-
ing Areas....scc00e0.0. 15 18 29| BO 64 79
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Table 4 (cont'd)

Availability and Source of Major and Minor
Training Facilities and Aids

Response Scale

Never Sometimes Usually Always
4

1 2 3
a "
7. PLEASE INDICATE HOW OFTEN EACH OF THE FOLLOW- § 'C? g
ING TRAINING AIDS WAS AVAILABLE TO YOU IN o =) =]
CONDUCTING SMALL-UNIT TRAINING: D e
a. Actual Equipment.......... N sialaaisia e Salte e Sipmtln n e 3.3 3.3 353
Be ModelB.eussscasocossons shelnrsior ol isiecarsisl sieisis sinaeks 2.2 19 1.9
Ge MOCKUPH ..o sinconssassne T oo "21e nlae elaiate s 2.2 1.8 1.8
d. Graphic Materials..... U O O o OO 2:7 2.4 2.5
6. Displays.....c.ivcaieans eiere talsia lvra s ete Sataisle sl aratele 2.4 1.9 2.%
f. Chalkboards......... S0 ae el ure nia slal s n et ola Sigiate s eruls 3.7 3.7 3.3
B FEIMB. sccvcavsianesssiasios s a7Sin siletaz s ute a i aksintais 3.3 2.8 2.7
; h. Sand Tables...... o sidlulatate elelals sluie/el oierolutatn o u nrs wisls aie 2.1 2.6 1.8
I i. Specially Trained Demonstrators..... i o Rt 1.8 1.7 1.9
‘ J. Training DemonstrationS.....ceeeeeeeeseccses Siee 2.1 ‘1.9 2.0
k. Aggressors and Aggressor Materials..... Sisiorarniviers 2.4 2.1 2.2
1. Prisoner of War Interrogation Personnel........ 1.7 1.9 1.5
Response: 7 Answering 'Yes"
3
8. FOR EACH OF THE TRAINING Own Central Tng
AIDS YOU INDICATED WERE Resources Higher HQ Area
AVAILABLE AT LEAST SOME- & o s
TIMES, PLEASE INDICATE 2] . - 2] & u (2] & :
FROM WHAT SOURCE OR = ¢t s | B ¢ 41E & #
: SOURCES THEY WERE OBTAINED: 8 g & 8 & 518 & 86
a. Actual Equipment......... 95 97 97 59. 41 53 33 22 26
P. ModalB..ivvesvvossorsvens. 46 56 350 69 74 72 73 37 48
c. MockupS....eoeeseees ensvin - & 45 45 65 79 . 72 80 43 42
d. Graphic Materials........ 64 61 64 71 68 17 82 45 48
e, Displays........ sosennwns 13 91 . 69 67 64 73 71 41 34
f. Chalkboards..ccocovevvses 91 98 92 98 42 37 48 25 16
gs FIIMBisevssvsvinovvovanes 17 18 20 63 84 75 85 65 68
h. Sand Tables.....eoevse0.. 50 80 47 38 29 3 47 25 26
i. 8pecially Trained
DemonstratorS.sceseessess 54 32 51 59 54 60 3 25 21
j. Training Demonstrations.. 67 53 80 64 66 59 . Jg 23
k. Aggressors and Aggressor
Materfials..coseconvunesss 52 76 S0 68 61 72 g2 39 34
1. Prisoner of War Inter-
rogation Personnel....... 20 25 15 66 69 54 26 3 17




entries indicates that, in general, there is a consistent pattern of
availability from most entries. That is, entries that are available
from own resources for CONUS-based units generally are available from
own resources for Europe-based units, etc. However, there were some
exceptions. For USAREURunits, there appeared to be a slightly greater
frequency of development of weapons ranges from own resources than

is true with CONUS units. The same is true of classrooms. Weapons
ranges were predominantly more available from the resources of a
higher headquarters than own resources for all units, and particularly
for units other than either CONUS or USAREUR units, In contrast, USAREUR
units seemed to have the largest availability of weapons ranges and
central training areas.

Another significant observation from Item 6 is the high percentage
of "yes" responses for USAREUR units as to the availability of areas
for individual training in a central training area. While USAREUR also
reported high availability of such areas from own resources and higher
headquarters, a low percentage of "yes'" responses for CONUS and other
units suggest that central individual training areas are not needed
for these units, whereas they might be for USAREUR units, A similar
finding exists for general field training areas, with USAREUR units
responding quite significantly higher than either CONUS units or other

units as to the availability of such areas in central training areas,

Item 7 deals with training aids that might be useful in the conduct

of small unit training. Again, with the exception of sand tables, CONUS
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units appeared to have a higher degree of availability of all of these
aids than USARBIR units,and units in other locations. Those aids most
available to USAREUR were chalkboards, actual equipment, films, and

sand tables. Models, mockups and displays were reported to be available

with an average frequency somewhat lower than "sometimes.’

This suggeste
the possibility of a need for greater availability of such materials.
Again, the responses to Item 8 are subject to question, much as were
the responses to Item 6. However, to the extent they can be relied upon,
there are few particularly notable differences except for the greater
availability of such aids in central training areas, as reported by CONUS
units, in contrast to USAREUR units. The suggestion is that, when such
resources are available to USAREIR units, they are more generally avail-
able from their own resources or those of higher headquarters. This, of
course, is8 an expected finding, in that the major central training areas
in Europe are basically just that, training areas as opposed to bases
where major training resources can be found. Of course, the difficulty
here i8 that most TOE units probably find it rather difficult to accumulate
a large quantity of elaborate training aids. The requirement for mission
preparedness probably precludes this. It would be this factor then which
would account for the generally lower availability of such training aids
to USARHIR units in comparison with CONUS units. A possible suggestion
would be for provision of such training aids, if this were deemed feasible,
to USAREUR units at central locations, where they could be drawn and used

as needed as they apparently are with somewhat greater frequency by CONUS

units.
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Current State of Training

In addition to information about training resources, it was judged
desirable to obtain some assessment of the estimated current state of
training of present TOE units, as estimated by the officers and non-
commigssioned officers participating in this survey. Their estimates of
their previous or present units' state of training in five subject
areas and three general areas are shown in Table 5, with separate break=-
outs for location, arm, and rank of respondents.

Examination of responses by location indicates little in the way
of rated excellence of units' state of training, with regard to location
' of unit, There is a slight tendency for CONUS units to be rated lower
than non-CONUS units, however, and this tendency is perhaps most con-
sistently noted for the three general areas of operational readiness
training, unit training, and individual training.

The overall evaluations of these eight areas are also noteworthy,
in that some of the average responses fall below the scale point of
"adequate." Examination of these ratings by arm are also instructive.
There is a strong trend for armor respondents to weight their units
lower than respondents from any of the remaining three arms. Further,
this trend exists very consistently across all eight areas evaluated.

In an effort to determine whether rank difference of respondent
influenced the overall magnitude of the evaluation, responses to these
same questions were examined by rank, as shown in Table 5. In the areas

covered by Item 42, significant differences across ranks were found only
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Table 5

Rated "Current State of Training"

Among Surveyed Units ‘
Response Scale
Inadequate Adequate Excellent d
1 2 3
>
w 8
42. 1IN YOUR UNIT, WHAT IS THE CURRENT STATE § § o § &
OF TRAINING IN THE FOLLOWING SUBJECT & 83 3 o A - é <
AREAS : o s} o H < >
e TactleB.cicas ivas veseneos smevishmmesiss ladi 2900 2.0 12000 T2 84 2.1’ 2.0
D WEAPONSs s 'cle o /alele se alsia aisisie cio sialeroiaiale s o s ole s O 2N D 2D 2.1}11.9 2.1§ 2.2
C. SUPPOTL....ccveienciencnecrnnseneeeses 1.911.811.9 | 1.9|1.9}1.9; 2.0
d. Matntenance. ... i oeiaeaosesntesesesss 200 2.0 ‘2.1 2.011.9]2.3: 2.0
€. CoOMMUNICALION. .eeeeeeenesenesnnesneess 1.911.912.01 2.0}1.811.9,2.0
43. 1IN YOUR UNIT, WHAT TS THE CURRENT STATE
OF TRAINING IN THE FOLLOWING GENERAL
AREAS:
a. Operational Readiness Training........ 1.9 |2.2 }2.2 | 2.011.8] 2.4 2.1 3
b. Unit Training........... yesveesssiesss 149120 ;2.0 2.0! 1.712.0: 2.0 '
c. Individual Training.........eoeeee.... 1.911.9'2.0 ' 2.0/1.811.8:1.9
3
42. IN YOUR UNIT, WHAT IS THE CURRENT STATE 8 -g! i) o
OF TRAINING IN THE FOLLOWING SUBJECT Al ."f‘\ o LY = 4
AREAS: aast | RS Lo L
B  TBELECH i v vvvio v vibviamian oesedinsvnsessse 20 181 2.0 520 1.9
Bis  WERPOTE! o.0i5'6 31560 cieiseiors vios s ataie o sletinin o, el | 12w00 =220 FAHID O
Gu BAEPPORL ) «ivsivonssnenasives s savsioe vmvan 2ol 2l U201 AN A8
ds MaIntensance..cccoivevovsiosssosssssnee 169 12:.212.01 2.0¢ 2.0
€. Commmication...cccecacsscsosnninssvass 2.012,111.912.0}1.9
43. 1IN YOUR UNIT, WHAT IS THE CURRENT STATE
OF TRAINING IN THE FOLLOWING GENERAL
AREAS:
a. Operational Readiness Training........ 2.3 1.8 2.1| 2.0 2.0
B DBLE TERIndO@iccvvonsnsvvsemersinssnve  Sod | led |12:50.1:2:0 ‘1.9
c. Individual Training.....coccceeeveeeee 2.111.911.9!2.0!1.8

*05 with more than 3 years in grade - and/or Battalion Command experience.
**05 with less than 3 years 1in grade.
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for entry "c. Support." The lower the rank of the respondent, the more
likely he was to rate the state of training in regard to support lower
on the response scale. Rank differences were also found for the three
entries of Item 43, but of a somewhat different sort. For each of

these three entries, the most senior field grade officers tended to
rate their units considerably higher than did Lieutenant Colonels, the
second rank level, and the senior non-commissioned officers (E7-E9),

who tended to rate their units only slightly more favorably than did

the Lieutenant Colonels. For these latter two groups, the overall

state ofitraining in these three general areas fell below the scale
point of "adequate" for five of the six observed averages (three averages
for each of two rank groups).

Problems and Obstacles to More Effective Training

One of the primary reasons for cohducting the survey was to identify
reasons, as seen by experienced commanders and leaders with field experience,
as to why current training is not more dynamic, and as to what is preventing
the development of more dynamic training. Two questions which attempted
to identify these reasons were 18 and 19, the results of which are shown
in Table 6. The first three columns of Table 6 contain responses by
location. Examination of responses across locations suggests the follow=
ing observations: Officers from USAREUR units were RELATIVELY
more concerned about priorities set by higher headquarters, the rigidly
prescribed Army training system, and degree of interest in change by

immediate seniors. In contrast, they were less concerned about the

degree of motivation and the qualifications of junior personnel.
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Examination of the relative size of the averages shown in the first
three columns for Item 18 gives some indication of the relative seriousness
of each of these problem areas, regardless of location. As might have
been expected, personnel turbulence was judged perhaps the most serious
problem, with inadequate manning levels following a close second. Perhaps
least serious, overall, was perceived interest in change by either seniors
or subordinates. A cross check on these averages was obtained by asking
the respondent in Item 19 to select only one of the entries as his nomina-
tion for the single most serious reason why there is not more dynamic
training for Army small units. These responses are shown in the first
three columns for Item 19 in Table 6. There is a clear indication that
personnel turbulence is regarded as the .nost serious factor, and that it is
more serious in CONUS than non-CONUS units. Perhaps second most serious
is a feeling that change is not possible because of the rigidly prescribed
Army training system, a feeling held somewhat more strongly in non-CONUS
units. The third factor was identified as insufficient priorities set
by higher headquarters, followed by lack of adequate budget.

It was felt that examination of these factors by rank might provide
interesting information, and these comparisons are contained in the
columns at the right of the Table for Item 18. Two sets of numbers are
presented in these columns. The first consists of average responses by
grade, in the last five columns. Because of the large quantity of numbers,
an effort was made to simplify their presentation by listing within each
column a relative rank order, by which the largest average response was

given the rank of 1, the next largest the rank of 2, and so on. These
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rankings are shown in the middle five columns of the Table. Some highly
interesting conclusions follow from these rank comparisons, which suggest
that different rank levels have quite different opinions regarding the rela-

tive seriousness of some of these factors. While most rank levels agree that

personnel turbulence and inadequate manning levels are the most gerious,
and that lack of interest in change by either seniors or subordinates
are perhaps the least serious, the following contraditions occur:

(a) Senior rank levels tend to rate the current Army training
system as "a minor cause" of the present problems, whereas more junior
rank levels rate this as a more serious cause, with the non-commissioned
officers ranking it between "a serious cause" and "a major cause."

(b) The most senior field grade officers and the non-commissioned
officers agree in rating the qualifications of junior personnel as a
- more important cause than do the company grade officers themselves.

i (c) Similarly, the more senior field grade officers tend to rate

lack of imagination as a more serious cause than do company grade officers

and junior field grade officers.
These comparisons suggest some interesting conclusions. First,
there is substantial agreement regardless of rank level that personnel

turbulence and current manning levels ar~ serious problems. However,

there is a tendency for the more senior officers to lack confidence in
their juniors, and for the junior to criticize the rigidity of the system
within which they operate. This is strongly suggestive of inadequate

- communications between rank levels as to what is possible and what is

- desired.
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Information presented in the preceding Table was cross checked by

a series of other questioms throughout the survey instrument. Two of
the cross check questions are presented in Table 7. Examination of
the average responses to the four alternatives of Item 27 and Item 32
indicate that units experience these problems much to the same extent
regardless of where they are located. One possible exception is the
tendency for USAREUR units to regard entry b, the amount of subject
matter that must be presented,as more serious than non-USAREUR units.
The overall levelsof response for these entries place them between

"a minor limitation" and "

a serious limitation." Of the four entries

in Item 27, the one which receives most clear cut support as the most

important factor is a. '"Inspectors from higher levels of command will

note deviation from their training guidance and react negatively."
Because such a~feeling clearly should be influenced by the rank

of the respondent, responses were examined in terms of their rank order

by grade, which are shown in the second set of columns for Item 27. (Note:

These are rankings of averages, which may be found in the Appendix,

page 10.) Examination of these rankings indicates that, again, seniors

and juniors have quite different views of some problem areas. The most

important factor reducing innovation, in the view of the most senior

field grade officers, was the feeling that "Many NCO's and Junior

Officers who present training are unused to thinking for themselves and

thus they do not develop any innovative techniques on their own." 1In

striking contrast, the company grade officers belive the most important

26




& Table 7
i Factors Reducing Innovation
27. TO WHAT EXTENT DOES EACH OF
THE FOLLOWING REDUCE IN-
NOVATION IN ARMY SMALL- Averages
UNIT TRAINING: by Location Rank Order by Grade
a. Inspectors from higher )
levels of command will @0 - - ® n M oo
note deviation from % B 4 kS il E e
their training guidance . A T ek R
and react negatively...... 2.8 2.8 2.8 4 1.5 1.5 1 1.5

b. So much subject matter
must be presented in a
limited amount of time
that it 1s not possible
to accomplish anything
different from that
which is prescribed....... 2.5 2.9 2.6 2 3 3052 eea
Many NCO's and Junior
Officers who present
- training are unused to
thinking for themselves
and thus they do not
develop any innovative
techniques on their
OWNecoosscssscsossssacese 2.5 2.6 2.4 | 1 15 155 4 15
¢d. Many trainers and com-
' manders are unaware that
- they are authorized to
take new approaches and
use "way out" techniques
in training..ee.ceeeeeens 2.6 2.5 2419 & 3.3 3.4 ]

e e
0

Response Scale

A Major A Serious A Minor Not a
Limitation Limitation Limitation Factor
- 4 3 2 1




32.

Table 7 (cont'd)

Factors Reducing Innovation

WHAT IMPACT DO SAFETY RESTRIC-
TIONS HAVE ON A UNIT'S ABILITY
TO CONDUCT DYNAMIC TRAINING:

a. None at all...ccccoccecccccves
b. Some hindrance to training...
c. Great hindrance to training..

Response Scale

3
2
1

CONUS

2.2

9

_
H o
i 3
2.1 2.1
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single factor is a. '"Inspectors from higher levels of command will note
deviation from their training guidance and react negatively." Clearly,
this represents a conflict in perceptions and evidence for inadequate
communication between seniors and juniors regarding what can and cannot
be done, and what should and should not be done in training. A further
cross check of problem areas was accomplished in the Items ligted in
Table 8. These are typical problem areas which had been identified in

a ?utvey of battalion commanders at an earlier time. Examination of

the averages obtained from CONUS, USAREUR, and Other responses indicates
that units experience these problems, in general, to about the same extent,
with two exceptions. One is the relatively stronger feeling by USAREUR
respondents that training time was limited by too many non-tactical
requirements imposed on the unit (Item 3). Their rating of this problem
area place it on the response scale between "major'" and '"grave." In
contrast, CONUS units appeared to be more concerned with Item 2, the
problem of taking a trained rifleman just out of Vietnam, and retraining
him in a different MOS.

While there were few major differences between ratings of the serious-
ness of these problems areas by unit, there were overall differences in
feelings concerning the seriousness of the problem areas themselves. To
an extent, this can be seen by examination of the rank order of relative
seriousness imposed on these problem areas by the various grades of officers
and non-commissioned officers responding. There was general sgreement
across rank levels fhat Item 6, pertaining to turnover of personnel, was

among the most serious, if not the most serious of all. This, of course,
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Table 8

Ratings of Problem Areas

Averages Rank Order by Grade

3 2.1
O N ~ — ~
o |o o (=]

]
B4

CONUS
OTHER;

1. Lack of motivated junior officers
willing to adequately perform their
duties. 2

1}2.0

N

2 §-10| 12 {11.5f{ 12 (11,5

2. Taking a trained rifleman (MOS11b)
just out of Vietnam, with an average
of 6 months retainability, and re-
training him in a different MOS so
that he can go through required unit
qualification program. 2,912.5({2.5§ 5.9 5(6.5 716

3. Training time. Too many nontactical
requirements imposed on the unit. 3.213.4|3.0f 5.9 3| 2 1.5 3.5

4, Shortage of qualified NCOs. Have
excess E-5 personnel but only a few
are E-6 and above. E-5 and E-6 types
have knowledge and experience that
E-3 or E-4's had a few years ago. 3.1{3.113.1} 4 2( 3 3 | 3.5

5. Lack of experienced administrative
personnel in the hard skill areas
capable of keeping abreast of the
daily adminstrative requirements. 2.6 12.7 12,7} 2 4 14.5 8.1 8

6. Complete turnover of personnel
every 7 or 8 months and the impact
on training. 3.3 3.2|3.2} 2 1) X 1.6] 3.5

7. "Short-timer" attitude of Viet Nam
returnees. 3.0 /2.812.6§47.5| 6 16.5 4 | 3,5

8. Discipline. The need for stronger
discipline in the new changing Army. |2.9 {3.0|3.0f 2 714.5 | 5,51 1 ]

9. The officers and NCOs are called to
perform duties well beyond the
normal experience level--for example
--line companies commanded by ’
lieutenants with less than 2 years L
service. 2,2 |2.5)12.5}4 9 |10 {10 10 | 10
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Table 8 (cont'd)

Ratings of Problem Areas

v Yol

Averages Rank OrQer by Grade
) =1 4 §> o o
£ 8 = o v |o | & 4
S g & © |o |o | o ™
LRy (@)
10. The training load made difficult by
changing priorities of higher head-
quarters. 2.712.8|12.6 }7.5]8.5|8 |5.5| 8
11. Learning how to adjust to a per-
missive society of free-thinking
young lieutenants. 2.1(1.8}12.0 §12 |13 | 13|13 |1l1.5
12. A morale problem caused by the fact
that our draftee soldiers are serv-
ing in an unpopular war and that
they are well aware of it. 2.3{2.3}12.4 }12 |11 [11.5: 1} 8
13. Insuring day-to-day training is
conducted. 2.412,412.3 12 18.519 9 |13
RESPONSE SCALE
Problem Area is: Grave Major Minor No Problem
4 3 2 1
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confirms findings in Table 6 concerning personnel turbulence. A second
factor of major concern was Item 4, shortage of qualified NCOs. Two
additional items which stood high on the 1list, but on which agreement
tended to be lacking across rank levels were Item 8, concerning discipline,
and Item 3, concerning the number of non-tactical requirements imposed

on the unit. For Item 3, on availability of training time, there was

a tendency for the lower ranking officers to regard this as a more serious
problem than the most senior officers. Conversely, regarding Itém 8,
discipline, the more senior officers and the non-commissioned officers
combined in feeling that this was the highest ranking, or nearly so,
problem area, while all other respondents considered it to be substantially
lower in overall importance.

Perhaps as important as the factors judged most important are those
which were judged relatively lacking in importance. A cluster of five
factors can be identified in this Table as being relatively low in overall
estimated significance:

(a) Item 1, lack of motivated junior officers willing to adequately
perform their duties.

(b) Item 11, learning how to adjust to a permissive society of
free-thinking young Lieutenants.

(¢) Item 12, a morale problem caused by the fact that our draftee
soldiers are serving in an unpopular war and that they are well aware
of it.

(d) 1Item 9, the officers and NCOs are called to perform duties well




beyond the normal experience level--for example--line companies commanded
by lieutenants with less than 2 years service.

(e) Item 13, insuring day-to-day training is conducted.

In short, analysis of these items support the following conclusions

from the preceding Table:

(a) Personnel turbulence and the personnel management system of
the Army constitute major problems for TOE units. Included here is
the quantity of non-tactical requirements imposed on the unit.

(b) There is a lack of agreement between juniors and seniors on
certain items that seem key to the effective accomplishment of organi- J
zational goals and missions.

(¢c) 1In general, there is consensus by juniors and seniors that
the quality and motivation of personnel is not an issue.

Since it had been anticipated that personnel strength and assigned
missions would be major problems uncovered in the survey, specific questions
were included to determine respondents' feelings as to unit strengths needed

in order for units to have the capability for conducting dynamic training

(as opposed to just housekeeping), and to determine what mission and non-
mission areas were being given priority with their units.

The data on personnel strength needed for dynamic training are shown
in Table 9. The question was asked three times of each respondent, once for
platoon level, once for company level, and once for battalion level. In addi-
tion, responses were requested for both enlisted and NCO/officer categories;
respondents were requested to respond in terms of TOE strength, not assigned
strength. Analysis of the averages shown in Table 9 suggests that there are

- several consistent patterns:
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(a) The percentage of TOE strength needed for dynamic training
increases with decreasing rank, except that NCO's generally responded much
more like the more senior field grade officers in response to the question
concerning platoon level, and like the company grade officers in response to
most of the other questions.

(b) There was a strong tendency for USAREUR respondents to estimate a high-
er strength need for dynamic training than did respondents from CONUS units;
respondents reporting on "Other'" units generally fell between these two ex-
tremes. 3

(c) There were no consistent discernible differences between arms in
estimates of strength needed for dynamic training, except that for enlisted
personnel, ADA tended to be higher than the others; conversely, Infantry re-
spondents were low in all three estimates concerning enlisted personnel.

(d) When the arms were compared with regard to enlisted vs. officer
strength estimated needed, it appeared that for Infantry there were basically
no differences; for Armor, it seemed somewhat more important for enlisted
strength to be high; for ADA, it was definitely more important for enlisted
strength to be high; and for FA there were no discernible differences.

Overall, weighted averages for enlisted and NCO/officer estimates were:

Enlisted Nco/Officer
Platoon 76 77
Company 77 73
Battalion 78 77 :
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It is evident from these figures, averaged (weighted) over all locations

and all arms, that the percentage of both enlisted and NCO/Officer strength

judged necessary for dynamic training approximated about 772. Further, except
at company level, there were only minor differences between enlisted and
NCO/Officer estimates at a given level. (Note: It is necessary to exercise
caution in the interpretation of these estimates; it has been suggested that 3

respondents may have confused Present for Duty strength with Present for Training :

strength. Since the question was worded to obtain Present for Duty strength,

this is the present interpretation. However, for some respondents, that might
not be correct.)

In order to investigate the relative importance of mission and non-
mission areas, respondents were asked to rate eight mission or problem areas
in terms of the importance attached to these areas by their seniors, by
themselves, and in terms of how demanding these areas were on their available
time. The responses to these questions are shown in Table 9a. ﬁ

The data reported in Table 9a were examined from several points of view.

First, it was possible to examine the relative importance of each of these

areas, across locations, in terms of perceptions of seniors' feelings,
own feelings, and how demanding of own time. The first three columns
are perceptions by respondents of the feelings of their seniors. Two

location-type differences immediately stand out in the Table. One is

33c

o e e A aaE




T ——

4 T 4 € K4 S
m 1310dwy/8urpuewsq 31589 98e12Ay mOoTeg 98easaAy  98eidAy saoqy  juejzoduy/SBujpuewaq 3ISOK :a1eds 3suodsay 1

"

€S'€ € ST €| 9°€ 9°¢ [L°E [L'E€ L°E| 9°€ 9°C ['E | %°€ T'E S°t | 9°€t €°€ 9°¢ UOFIBAISTUTWPY °B

$6€ % T T|vE 9°€ €€ 0% T'v| S°€E 6°C vE| 0% 6°€ 0°% | 0°% T°y 6°€ wouUsTIIUTEH *
IeTROTYSp °/

. T -1 £%% 116 2F T'9 Ll 9w IT'% 8¢ 6C | $™% £ €% I T S0 SUOTSSTH
ﬁ Teuoyieiadp °9

G el G 9L TEE Wi CRE 8¢ LU0 TOE 8% IYE [ 0E UTAE L 0SE [ GSE DY N CRE suof3jdadsuy

puewmo) °G
[Ty RN B Goplte S LTE 8 C95E €T U STE LNE Lty By £ e e 98 Surureay
Irun TTRUWS °Y
¢‘9 9 9 S S8t T°E . %°C 6°C TTE N 0°F 'S°E LUC ) LSE  BTE YL 1 6E Oy Uk SuoTljeray
~
208y °¢ -
g tg g 8 8 |'€%% L' 0°C 0°C 9T | T'C TC T°T | 6°C ST L°C 1 E OE BEC Suof3eIay L

A3Tunumo) *Z

1
G9: sl ik L@l ee 6% T Lt STl et L't L RE 9 VR LT s L°E Toa3uo)
9snqy 8nag °1
SRd T ¢ i el g B Rl B
© w wu ® © w v ® = (=] = 2] 3 a8 <] 8 =
G Rt et WL
3 apeas Aq 19pap apean £q auwy] uoT3Ied0] £q 31°S s10Tusg
juey :owWIl umg ump jo Surpuewsq MOH aWfl umQ jo Aq payoe3lay Aq payoe3ay
jo Surpueweq MOH Surpuewaq Moy 9ouejaoduy 9oue3zoduy

i pes0d SpuBWS( SW]] PUB SEBAIY WOTQO1J/UOTSSTH JO SIFITIOTIJ SAFIRTIY

e5 2Tqel

o s

—




BB ey

.

the relatively greater emphasis on command inspections reported by USAREUR
units, and the relatively smaller emphasis on small unit training. Admin-
istration also tended to be reported to h2vz2 less importance by USAREUR
units than by non-USAREUR units.

While differencesacross locations were not readily apparent in the
ratings attached by the individuals themselves to these areas, comparisons
of these latter ratings with feelings of importance attached by seniors
revealed some substantial differences. For example, respondents tended
to rate small unit training and operational missions quite high, the
average responses for both falling between scale positions indicating
""Most Demanding/Important" and "Above Average." In both cases, percep-
tions were that their seniors attached substantially less significance
to these areas. In contrast, respondents felt that their seniors attached
considerably more importance to command inspections than they themselves
did.

Considering only the rated importance of these areas as determined
by respondents themselves, it appeared that the three most important areas
were operational missions, small unit training, and vehicular maintenance.
Perhaps the least important area was community relations.

Table 9a also contains information as to how demanding each of these
mission or problem areas was of the respondent's time, both by location
and by grade. The third set of columns yielded a distribution of time
demands that was very similar to the distribution of importance as rated

by respondents in the second set of columns. Operational missions,
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vehicular maintenance, and small unit training were all reported to be

between "average" and "above average'" in terms of time demands. Inter- ;
estingly, administration was as high in time demands, however, as these
preceding three, though administration had not been rated as high in
importance. It is worth noting also that USAREUR units reported higher 3
investments of time in vehicular maintenance and command inspections
than non-USAREUR units did.
Time demands were also examined by grade of respondent, and this
information is shown in the two sets of five columns each at the right

of Table 9a. These show, in turn, average responses, and the rank ordering

of these average responses by grade. It can be seen that operational
missions were the most demanding at all grade levels except that of
senior 0-5. The first three, as judged across all rank levels, were
operational missions, vehicular maintenance, and administration. For
the more junior grades, including the senior non-commissioned officer
grades, the second in importance was small unit training. However, this
was not the case at battalion command and higher. For all grade levels,
the two areas which required the least investment of time were community
relations and drug abuse control.

It wili be recalled that data presented in earlier tables raised a
question as to the degree of communication between grade levels concerning
certain kinds of problem areas. The survey instrument contained items
designed to check to some extent on the degree of communication between

- grades, concerning small unit training. These items are shown in Table 10,

pa—
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both by location, and by grade of respondent. Examination of Items 13
and 15 taken together indicates that suggestions concerning small unit
training are made by juniors to seniors somewhat more frequently than

in the reverse direction. Examination of these two items by grade level,

in the set of five columns at the.right of Table 10, suggests that the
frequency of such suggestions is generally higher in the junior field
grade officer rank levels. (In this Table, for Items 13 and 15, the
smaller the number, the greater the frequency.) Correspondingly, the
frequency of acceptance and implementation of such suggestions is also

higher for this grade group. This is not surprising, since these officers

would have been almost exclusively staff officers in their last TOE duty

assignment. Thus, a large part of their job duties consists of making

suggestions and they could fairly expect to have these suggestions accepted
and implemented.

There were virtually no differences between grade levels as to the
frequency of making suggestions about small unit training to their own
juniors, or the frequency of the acceptance of these suggestions. It is
interesting that the average response level, both when considered by loca-
tion and by grade, falls just short of thé scale position labeled "carried
out as you would have wanted."

The questionnaire also contained questions to assess the respondent's
own attitudes toward his ability to develop innovative and dynamic small
unit training, and the feasibility of conducting such training outside of

established schools and centers with limited resources. These items are
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presented in Table 11. When respondents assessed the four areas listed e
dn Ytem 17, with respect to its relevance to themselves, there appeared -
to be few major differences across grade levels. Expertise about specific
subject matter was rated as the least serious obstacle, falling at a point
for most grade levels that approximated "minor." Lack of training in small
unit training techniques occupied, overall, a somewhat more serious spot,
falling between "minor" and "serious." Overall, the one generally rated
as most serious across all rank levels was lack of familiarity with tech-
niques of field training in general, including the use of field expedients.
However, even this was rated only between "minor" and "serious." No
average rating was as high as "serious." It thus appears that most
respondents had a reasonable degree of confidence in their own abilities
to develop innovative and dynamic small unit training.
This overall confidence seems to be corroborated by responses to
Item 25, on which respondents were asked to estimate the feasibility of
conducting such training with meager resources. The average response to
this question very closely approximated the scale position of "adequate
training can be conducted with minor difficulty." :
Table 11 also contains one additional item, the results of which are
particularly interesting in the present context. On this item, respondents
were asked to rate the instruction they have received on how to train
small units. As can be seen from Table 11, the responses for senior
officers were considerably more favorable toward their past training than

were the responses of company grade officers. Senior field grade officers

39




(A4

0°2

1°C

0t 9T "1

SS3aUTNJ20IN0Sd1 pue
SATIBFITUT SeY J9puemmod 3yl JT “A3TNOTIITP OU YITA
P23ONpUOD 3q UBD 133USD/TOOYDS B UT UaATS8 eyl

03 arqeiedwod A12ar3relfrenb Suyureiy -sweyqoad oN (T)
L3TnOTIITP

Ioutw Y3¥m pajdnpuod 3q ued Surureil ajenbapy (z)
A3TnOTIITP €218

£13a y3tm AJuo pa3onpuod 2q ued Sufureil ajenbapy (g)
3X23U0D

e yons ur Suyureal ajenbape 3onpuod o3 ayqrssoduy (%)

P

‘2

‘q

‘e

$SI0¥NOSAY ANV SAILITIOVA QALIWIT
ANV SINVISISSV MAI ONISA YHINAD/TOOHOS AIHSITAVLIST NV I0

JdISIN0 ONINIVMI IINN TIVWS 40 IONANOD FHI MAIA NOX Od MOH °SZ
YIHIO dd0odNd SANOD 6-L3 ¢€-T10 S-%0 SO 8-90
uof3edo0n Ipean %
waTqoxd ON T 91oe3ISqQ IOUTW °T 91oe31sSqQ SNOTIag °¢ aroeasqQ aoley °y {
dTVIS FSNOdSTH |

\ PN i AR i A AR sjustpadxe

PT®T3 30 @sn 3ayj Burpniour ‘Teisaua8 ur Surureal
PI®13 3O sanbruyoel 2yl yita A3ITIBRITTWE} JO OB °P

/AT T A ¢ %'t Surure13 jfun [Tews ur 3d3dxs o3
3duew10313d jo sSpaepuels IeYm Inoqe IZpaTmouy JO OB °D

U4 12 0°¢ 6°'T 1°2 (uorie8taeN pue] ‘suodesy €°8°3)
1933euw 303fqns d33ydads Inoqe 3sylaadxa jo yoeq °q
BT €52 Tt £¢ Tz senbruyos3 Bujurea; 3jun [rews uf Supureaz jo Yoey °e
(8urmoTT03 2Yy3 3Jo Yoea 103 9suodsal duo ITIIT)) ININIVIIL
LINN TIVAS DIWVNAQ ANV ZAILVAONNI ONIJOTIAIA ¥NOX

Ol FTOVISE0 NV ONIMOTIOA FHL A0 HOVA SI INAIXFT IVHM Ol “°LI
6-Ld €-T0_S-%0 SO 8-90
apeay
sa9fouajzadwo) ump jo uofienTeay
T ®1981 :
— - - - bt

i i v o et i




6 8% 6°¢

T
g°e €°¢t 4
13

K/

uoTjeWIOIUT [NJISSN ON °P
uoTjewIOJUT [nJasn ITIIF[ Liap °2
?3enbape Ara3ardwod
Jou 3jnq UOFJBWIOJUT [NJasn awos °q
s3Tun Treuws jo Sujurealy
2yl 103 uojjeuwiojuf a23enbape Lye3aydwo) e

(3uo £ruo 37211)) W FAVO SIINA TIVWS NIWML

OL MOH NO

6-Ld ¢€-T0 6S-%0
apeas

S0 8-90

QIATEOAY FAVH I NOILOMMISNI FHL ‘TIVVANID NI

satouajadwo) umQ jJo uofIenTeAl

(3,u00) 1T ®19el

py
~

‘11




responded with an average scale position between "completely adequate
information" and "some useful information but not completely adequate."
Company grade officers, on the other hand, yielded an average response
that fell below "some useful information but not completely adequate."

It can be concluded that either the more senior field grade officer have
been given more training on small unit training, or that their past train-
ing was better than training currently being received by company grade
officers, or a combination of these two. (It is also possible, of course,
that one or the other, or both, of these grade groups are incorrectly
recalling the adequacy of their past training.)

Ways of Improving Small Unit Training

The questionnaire also attempted to obtain information on possible
ways of improving small unit training. Three major categories of ques-
tions dealt with the commander's perceived freedom to commit his time
to the development and conduct of such training, the Chief of Staff's
directive concerning decentralization of responsibility for small unit
training, and adventure training.

Table 12 shows responses to four questions dealing with the extent
to which respondents felt the training could be improved by having the
commander influence both the planning and conduct of training through
his own energy, enthusiasm, and leadership, as well as the degree to
which he felt free to provide this. Responses to Questions 20 and 22,
which pertain to the potential influence of the commander, indicated
that respondents generally felt that the commander can contribute to a

very material extent by being present and showing energy, enthusiasm,
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and leadership during both the planning and conduct of small unit training.
Average responses for all rank levels and across all locations fell between
the highest and next to highest scale positions, with most responses being
close to, though higher than "to a major degree." However, responses to
Questions 21 and 23, concerning the commander's freedom to provide this
leadership, energy, and enthusiasm, show a considerably different picture.
Average responses for both of these questions fell quite near the scale

response ''there are occasional times when I cannot do so,"

and average
responses for the more junior officers fell approximately halfway between
that point and the lower point, '"there are many times when other responsi-
bilities prohibit me from doing so." Examination of these two questions
in relationship to one another suggests that the commander is more likely
to be free to participate in the planning of training than in its conduct.
The questions presented in Table 13 were intended to determine whether
respondents in the present sample were aware of the Chief of Staff's
decentralization directive, and to learn their reactions to it in terms
of the impact they believe it will have on small unit training. As might
have been expected, awareness of this directive decreased with decreasing
grade. The more senior field grade officers responded uniformly in the
affirmative to Question 33. However, less than three-fourths of the
responding company grade officers had heard of it. When these responses
were examined across location, it appears that CONUS and USAREUR units
were approximately equally well informed on this directive, with units

in other locations having heard of the directive less frequently. Item

36 requested respondents to estimate the effect of the directive on the
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training of their own units. The average response approximated the
middle of the scale, 'some effect." (However, these responses are
probably open to question. Many respondents in the present sample were

obtained from Advanced Course classes, and {n many cases must have

departed the prior units on which they were reporting before the Chief

of Staff's directive was issued.,) More confidence probably can be

placed on answers to Item 35, which in essence asks respondents whether

they think that decentralization will lead to more dynamic training.

Average responses are fairly similar across rank levels, and across
locations, with the average response falling approximately at the scale
position "should help significantly but it will take time for the system

to adjust (improvement after three months)." There was a trend for the more
senior grade officers to be somewhat less optimistic than the company grade
officers.

The survey also queried respondents concerning their knowledge of

adventure training, and their attitudes toward it. These items are con-

tained in Table 1l4. The responses contained in the Table to Item 37 are

POt

the percentages of each of the groups answering that they were familiar
with adventure training. It is interesting that knowledge of adventure
training decreases sharply with grade level, with company grade officers

and non-commissioned officers least often responding that they were familiar
with the concept. With regard to location, CONUS units were more likely

to have knowledge of this kind of training than non-CONUS units. Item 38
presents respondents' evaluation of adventure training. Average responses

for all groups except the most senior field grade officers fell approximately
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Table 14
ADVENTURE TRAINING
®
© sl = o 3 2! <
Ua g R
(o SINIPRRT - TORRINERT < SRR - AR T e < |

37.

38.

39.

40.

SOME UNITS IN THE ARMY CONDUCT SMALL

UNIT TRAINING THAT IS CALLED "ADVENTURE
TRAINING," ARE YOU FAMILIAR WITH THIS

TYPE OF TRAINING?

WHAT IS YOUR OPINION OF "ADVENTURE
TRAINING" AS A MEANS OF TRAINING
FOR YOUR UNIT? *

a. Excellent ....cenveecee
bs GOOd :iceseneoieivisenee
Cv BOOE Coiscidsaive s vieiaisasiate
d. My unit is not equipped
to conduct such train-
) T e P s

N WS

RECENTLY A SPECIAL FORCES TEAM RE-
ENACTED THE LEWIS AND CLARK
EXPEDITION BY MARCHING AND BOATING
ACROSS THE WESTERN PORTION OF THE
UNITED STATES. DO YOU THINK YOUR
UNIT WOULD BE INTERESTED IN THIS
TYPE OF TRAINING PROJECT?

DO YOU THINK YOUR UNIT IS CAPABLE OF
CONDUCTING SUCH AN EXPEDITION?

a. No, because of lack of training
and equipment for this type of
operation cc.ccceccccccvncsccsnce

b. Perhaps, if provided special
training and equipment .........

Ce YeS S0 000 s0 0 v e 0PI LN

e

b

B e T N

respondents who had answered "Yes" to

79 82 71 57 48 61 51 55

2.6 3.2 3.3 3.4 3.3 3.4 3.5 3.2

38 77 73 80 58 74 75 64

3

2.1 1.9 1.7 1.8 2.0 1,8 2.0 1.9
2
1

L
3 ;g Survey instructions were to the effect that Item 38 was answered only by

Item 37.
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one-third of a scale point higher than 'good," toward the scale point

of "excellent." The senior field grade officers were considerably more
negative toward adventure training. Responses to the next question,
concerning respondents' beliefs that their units would be interested in
a type of adventure training, support the responses to 38. Senior field
grade officers were considerably less likely to believe their units would
be interested, and company grade officers were highest in the belief that
such a training project would be of interest. Further, the company grade
officers and junior field grade officers were more likely to believe

that their units would be capable of such training than were either the
senior field grade officers or the non-commissioned officers.

Summary and Conclusions

It will be clear to anyone who examines the Appendix that the present
report does not elaborate all the data actually contained in the survey
results. An attempt has been made to restrict the discussion to those

findings of greatest salience, from the point of view of identifying the

problem (to the extent the problem can be identified in a survey instrument),

and factors that bear on the problem. To the extent that overall conclu-
sions can be drawn from the data collected in this survey and discussed in
the preceding pages, they probably would be:

(a) Overall, there is substantial confidence at all rank levels in

the motivation and quality of small unit commanders and leaders. This

suggests that there would be no universal support for the proposition that
these leaders and commanders are basically lacking in ability, which would

correspond to Hypothesis 2 in the Introduction. There is a feeling at the
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lower rank levels that their training for conducting small unit training
has not been as adequate as it might have been.

(b) There are substantial indications in the survey results that
seniors and subordinates do not see eye-to-eye on many key points and
expectations, many of which have to do with the present quality of small
unit training, the possibility of improvement, and the ways in which improve-
ment might be effected. As an example, Table 15 shows responses to a ques-
tion as to whether respondents would characterize training in their units
as dynamic, as the term was used in the survey instrument. There was a
substantial tendency for personnel at the lower grade levels to believe
that their units' training was less frequently "dynamic'" than was the case
at the higher grade levels. Differences were also found in relative
priorities assigned to various mission/problem areas; perhaps the most
important of these was the tendency for lower ranking personnel to feel
that the current system is inflexible and rigid, while higher ranking per-
sonnel do not. These discrepancies are evidence of inadequate communication
between rank/grade levels, and perhaps (as was speculated earlier) of
overcontrol by the more senior field grade officers, at least as seen by
their juniors.

(¢) There were also substantial indications of over-committment and

understaffing, together with strong feelings that these affect the commander's

ability to conduct dynamic small unit training. There were also indications
that emall unit commanders may be over-committed insofar as their own time
1s concerned, perhaps to a point that they cannot participate in the planning

and conduct of small unit training to the extent that they would wish.




-5

IS TRAINING NOW DYNAMIC

Table 15

06-8
04-5
01-3
E7-9
CONUS
EUROPE
OTHER

05

45.

TO WHAT EXTENT WOULD YOU CHARACTERIZE
THE TRAINING IN YOUR UNIT AS '"DYNAMIC"

AS WE USE THE TERM?

a.
b.
c.
d.

Rarely, if ever W...... 4
A few times .¢vevvneee. 3
Frequently seceeeveveee 2
Almost always ......... 1

2.4 2.7 2.7 2.9 2,9|2.8 3.0 2.9
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(Further, it would be possible to speculate that an over-committed small
unit commander may find it difficult to provide the best quality of leader-
ship even when he is able to be present.) To a major extent, this supports
Hypothesis 3 in the Introduction.

(d) While there were many differences across grade levels and across
locations, differences between USAREUR responses and CONUS responses were
not nearly so pronounced as had been initially expected. This suggests
that most of the training problems found to exist are Army-wide rather
than peculiar to just one area or theater. To the extent that these train-
ing problems represent system demands on the small unit that exceed its
capacity, based on resources available, then these results also support
Hypothesis 3 in the Introduction.

(e) Resources for the conduct of innovative small unit training
apparently are not as adequate as respondents would like them to be.

There are indications that the availabe DA literature is not as pertinent
as it could be, and that Army Training Plans and Army Subject Schedules,
while generally available, are not as useful as, for example, Field Manuals
and Technical Manuals. This seems rather paradoxical, and suggests that
there is at present a void in the literature resources available to the
small unit for the development and conduct of innovative small unit train-
ing. Further, there are some indications that in this area, at least,

USAREUR units were in greater need than CONUS units.
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