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PREFACE

A totally professional military service could be a
‘reality within a very few years. This professional mili-
tary systém would probably closely resemble a large indus-
trial enterprise with respect to many leadership and =«
management techniques. Belng & career military member, I
feel that the Services are not placing enough emphasis on
this impending change. Leadershib training does not seenm
to be geared toward producing the successful managers that
such a complex industrially oriented organization would
demand.

In order to better underétand the management require-
ments of a professional military system, I believe it is
necessary to investigate the existing military structure
to determine where any problem areas might lie 1In the
leadership~management spectrum, and would, therefore, im-
pede or deter this ""professionalization.' A clear under-
standing of these problem areas is necessary in order that
present and future military managers may effectively deal
with them.

It is the purpcse of this thesis to explore the
trends leading toward a totally professional military, to

present research findings concerning the establishment of



the military as a profession, and to discuss the existing

Very little is written concerning the differences
between military and industrial leadership-management.
Every military careerist should establish an understanding
of how his chosen profession differs from its industrial
counterpart. It is my hope that this thesis will aid in
the development of a clearer understanding of these dif-
ferences and serve to promote thinking concerning the
evolution of a professional military service.

Indebtedness is acknowledged to Professor Wilson J.
Bentley, Professor and Head of the Industrial Engineering
and Management School of the Oklahoma State University.
whose firm and valuable guidance has been much appreciated.
Invaluable assistance was provided by Dr. Barl J. Ferguson
and Dr. M. Palmer Terrell, of the Industrial Engineering
and Management School of Oklahoma State Univeréity3 and
reference material was provided by the staff of the
Technical Library of the Air Force Logistics Command at
Tinker Air Force Base, Oklahoma, and by the United States
Naval Academy Library at Annapolis, Maryland. The direc-
tion and typing by my wife, Janice Ann, are acknowledged as
being of invaluable assistance.

Another special note of thanks is given to Miss
Velda D. Davis for her great helpfulness in editing and

typing this manuscript.
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CHAPTER I
INTRODUCTION TO THE PROBLEM

American industry continually grows and becomes more
complex. The need for a constantly improved and revised
management system for industry is probably universally
understood by almost everyone, and is evidenced by the
large increases in the nation's job force since World War
IT and the corresponding increase in the problems this
large job force presents to management.

Whether or not this constantly improving method of
management techniques in industry has effected an equiva-
lent improvement in military management techniques is un-
certain. The American military establishment could be
considered the largest '"industrial'' complex in the world
in terms of men, materiel, and equipment. The system of
managing the vast resources of materiel and equipment in
the military is probably sustained by the most modern of
techniques., This thesis will explore the realm of person-
nel and manpower management in the military.

It is the purpose of this thesis to present an analy-
sis of management in a totally professional American mili-
tary system. This will be accomplished by examining the

trends toward a professional service and the demands



placed on the managers, followed by a critical evaluation
of several key management problem areas in the military.

Leaders and managers in the military need to fully
understand the somewhat unique manpower problems that now
exist so that they may successfully cope with future is-
sues., Manpower and methods of using manpower present sim-
ilar problems in industry and in the military and have
similar needs. It is possible, however, that the military
management system is not doing everything it could to pre~
pare for eventual "professionalization.' By professional-
ization, this writer refers to the process by which each
member of the military is allowed to obtain a professional
character, spirit, and method of performance as he becomes
an integral link in a totally voluntary and industrially
oriented organization as pertaining to management
techniques.

These management techniques are defined by this
writer as pertaining almost solely to those methods and
tools used by leaders to direct workers., Whenever the
term "management' is used in this thesis, it shall refer
to that realm of management dealing with the worker, un-
less special emphasis is placed upon materiel or eguipment
management. The trends pointing toward a totalily profes-
sional military service will be discussed in depth later
in this thesis.

It is not the purpose of this thesis to delve into

the qualities, characteristics, and elements involved in



leadership per se. Rather, it is this writer's intention
to present military leadership and management in the realm
of the specific environment in which the individual con~
cerned confronts it - namely, the less republican, or more
oligarchic structure.

It would be naive to say that there is no difference
between industrial leadership-management and military
leadership~management. However, the difference between
the two is uncertain and i1l defined. The precise answer
is not known, but there are some areas where possible dif-
ferences may arise. These areas of difference could be
defined as those of human relations, the theory of author-
ity and the theory of mission. A description of each of
these areas begins below followed by a summary of the man-

agement philosophy of the military.
Human Relations

The environment in which the military person lives
and works represents a potential frustration to the aver-
age freedom-loving American. Most American adults choose
not to be in the Armed‘Forcesal
This gives rise to the idea that human relationships

in civilian organizations are inherently different from

their military counterpart. It is this writer's belief

lLeadership and Human Relationsg, Lackland Military
Training Center Manual 50-1 (1966), p. 124,




that a recordable difference does exist bstween leader-
ship and management methods in the military and theilr
counterparts in industry, but that this difference is
based primarily upon the different environments. That is
to say, there exists totally civilian and totally military
environments, with varying degrees in the middie. This
concept will be covered more fully in a succeeding chapter.
For purposes here, it is sufficient to say that management
methods should be tailored to fit the operating environ-
ment. Not only does there exist this non-parity, but, for
the most part, it seems to remain unchallenged.

There are three carefully selected areas in the
leadership management spectrum that differ qguite conclu~
sively withlregard to the military versus the industrial
environment. These areasgvsubstantiated by research, offer
problems to the managers in fhe military that are more de-
manding and quite unlike those provblems confronting indus-
trial managers. This 1s not to say that these problem
areas do not exist in industry, but the nature of these
problems does differ quite conclusively. These three vital
areas are: (1) Job Attitude and Morale, (2) Supervisor-
Employee Relationships, and (%) Retention. Each of these
areas will be investigated separately in succeeding chap-

ters, but are reviewed here.

Job Attitude and Morale

Industrial studies substantiate the fact that the Jjob
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attitude and morale of the worker are of prime importance
in the over-all plan of production. Military persconnel
often have poor job attitude and morale due to & lack of
motivation, a sense that their Jjobs are meaningless and an

inability to satisfactorily air their grievances,

Supervisor-Employee Relationships

Supervisor-employee relationships comprise the most
important single element contributing to higher production.
The section chief or shop foreman is the key man in the
military, as he is in industry, for he functions as a
morale builder and human relations expert, in addition to
his tasks of managing materiel and equipment. The foreman
is important because the responsibility for full utiliza-
tion of his men and resources lies with him.  The function,
importance, and selection of successful section chiefs may
be overlooked by management heads in the military more
often than by their counterparts in industry due to the

nature of the organization.

Retention

The basic structure of the military labor force pre-
sents an aggravating problem to the manager, although the
quality of the personnel is comparable to that of the per-
sonnel in industry. A general dissatisfaction with pay,
promotions, and other vital incentives may cause many

servicemen to abandon any plans for a military career.



Recently approved and currently proposed pay legislation
and promotion directives offer to alleviate some of tThe
problems, but much remains to be done before certain mem-
bers of the military are afforded the same basic rights
and incentives which attract civilian workers. It is im-
perative that managers strive to retain the skiiled and
trained personnel necessary for an efficient and produc-
tive organization, but their efforts can only reap bene-
fits that are a product of the tools with which they have
to work. According to Lieutenant Colonel Armstrong,

We are on dead center in our officer manpower

management practices, The old machine, designed

a generation ago for a world that is no ionger

with us, has creaked and wheezed its way into

1967. Balky and inflexible, periodically

threatening to break down completely, its dedi-

cated manpower engineers make it work somehow,
albeit at ever reduced levels of efficiency.

Nature of Military Authority

There is probably no way of assigning absolute values
to the differences that exist between the military and the
industrial establishment, as concerns leadership and man-
agement., In intense combat situations, the differences
are undoubtedly greater than in non-combat situations.
Under noncombat conditions, the military leader is sup=-
ported by authority that is not comparably wvested in the

industrial leader. This concept of military authority

2Lt. Col. Peter F. C. Armstrong, "Manpower Manage-
ment ,"" The Marine Corps Gazette (June 1967), No. 51,
p. 44,




differs from a viewpolnt first tendered by Chester 1.
Barnard several decades ago. Barnard's concept of author-
ity states that:

Authority is the character of a communication

(order) in a formal organization by virtue of

which it is accepted by a contributor to, or

member of, the organization as governing the

actions he contributesy that is, as governing

or determining what he does or is not to do

so far as the organizations is concerned.

Under this definition, the decigion as to whether an
order has authority or not lies with the persons to whom
the order is addressed. It does not reside in Y"persons of
authority', or in those who issue the order. That is to
say, authority lies at the bottom of the organizaticn, for
i¥ the lowest member on the corganization chart is not will-
ing to accept an order from a superior, then this superior
has no authority, as concerns that individual member,
Perhaps then, the concept of military authority should be
restated to read: "Under non-combat conditions the mili-
tary leader is supportéd by the threat of strong negative
incentives, which are not comparably vested in the indus-
trial leader.”

In the military, this concept of authority has never
been held, but rather, men are spoken of as possessing
authority by virtue of legislation, or that officers have
a ""vested'" authority to back up their orders. Perhaps it

would be better to say that they have a vested prerogative

_ 5Chester I. Barnard, The Functions of the Executive
(Cambridge, Massachusetts, 19%8), p. 163.




to dispense strong negative incentives if their orders are
not carried out.

In the military as in industry, it is possible to
secure the necessary cooperation for the organization to
exist under this concept of authority. It is possible be-
cause the decisions of individuals occur under the follow-
ing conditions: (a) the communication is fully understood,
(b) the communication is not inconsistent with the purpose
of the organization, (c¢) the communication is compatible
with personal interest, (d) the member is mentally and
physically able to comply with the communication, (e) there
exists a "zone of indifference' in each individual within
which orders are acceptable without conscious questioning
of their authority, (f) the interests of the other members
of the organization condition and influence the individual's
reaction to the subtjectu,t‘L

Thus, the members are willing to maintain the author-

o

ity of communications because, where care is tsken to see
that only acceptable communications are issued, most of
them fall into the zone of indifference; and because a
communal sense influences the motives of most members most
of the time. The old line of thought is that authority =
responsibility, while under Barnard's concept, the control

of incentives = accountability.

The person in uniform is not a free agent, and,

“Ibid, pp. 163-170.



therefore, cannot resign easily. In civilian 1ife this is
not the case. A man may leave his Job, refuse to obey the
orders of his boss, and travel freely in search of employ-
ment. These statements, at first glance, sound plausible
enough; however, are they really true? It is quite prob-
able that after an individual resigns "too many' jobs that
he would no longer be able to secure the type of job most
pleasing to him. It is also probably trué that civilian
workers cherish the retirement equity as much as people in
the military cherish it. An individual cannot sensibly
"tell off'" his boss and go off looking for a new job
whenever the going gets difficult. The key to this dis-
cussion lies in the motives of men, which will be treated

in the following description of mission.
Demands of the Mission

In the military, the mission is absolute. In civile
ian industry, the mission is a compromise between the
needs of management and the needs of the worker, This can
be explained partially through the military team concept.
The importance of teamwork in the military cannot be over-
emphasized. From the combat crews, whose very existence
in a battle situation depends upon mutual confidence and
trust, to the office worker whose job is to type supply
requests, the word cooperation must te meaningful. The
methods of & supervisor and his impact as a leader on the

mnajority of the workers in the military will be more
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valuable if he applies his talents in a cooperative atmos-
phere. Not unlike a civilian organization, the military
is a team which makes use of the individual resources of a
large group of persons in order to accomplish & mission
which individuals or smaller groups could not possibly
accomplish. On the highest level, this mission is the
defense of America,5

Industrial employees cultivate greater loyalty to
their fellow workers than to the company°6 These inter-
employee loyalties are not in themselves destructive, and
where antagonism to company policies has been reduced to a
minimum, this sense of group loyalty may be an asset. In
the military, this group loyalty is the heart of effective
leadership, and the loyalty of the group must be to the
leader and to the mission. It is this writer's belief
~that the differences in mission between industry and the
military lie in the degree of concentration placed on
reaching the resolved purpose, and in the importance of
the ultimate end result. That is to say, survival of a
nation carries a higher priority than the making of
Cadillacsy probably higher than anything other than the
dignity of man.

Under the present structure, the military group is a

"forced group. Its members do not come together on the

5Air Force Leadership. Gackland Military Treining
Center Student Study Guide OYM010%-2 (May 1966), p. 24,

6Leadership and Human Relations, p. 126,
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basis of common interests or background; yet, service in
the Armed Forces is said to be one of the highest forms of
public service. It requires a certain curtailment of many
of the individual freedoms which civilians enjoy and a
commitment to immediate participation in military action
if the'situation warrants. Here, one gets into the motives
of men,

In combat, the motives of men are essentially to sur-
vive. ©Security and esteem are probably felt as needs, but
are not very intense. In an industrial environment,
leadership is oriented to the desire to advance. The dif-
ference between the two is significant. The good combat
leader is a symbol to his men of physical survival. The
civilian leader i1s a symbol of self respect, friendliness,
a feeling of well being, getting ahead, being important,
and so on. This does not deny the need for gcod human
relations 1n combat, but it does reaffirm this writer's
concept of mission and the method of incentives. In in-
dustry, the employee will be hostile to all actions that
deny him a positive self concept and stable social envi-
ronment. >Without security, self esteem,and the opportuni-
ty to advance, most Americans will be resentful of the

cause of their predicament.,7

7Tbid., p. 124,
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Management Philosophy

A basic concept of the management philosophy of

the military is that management is an inherent

responsibility of command. For military pur-

poses, it is defined as a process of organizing

apd emplqying reSgurces to accomplish predeter-

mined objectives.

These predetermined objectives logically refer to
mission, The fact that responsibility ties management to
command is only logical; however, in actuality, this may
not always be the case. Often, young Non-commisioned and
Comissioned Officers are placed in positions of command
but are not allowed to fully exercise their responsibili-
ties. Thus, they are not able to bécome successful man-
agers as they are not given the prerogative to dispense
the necessary incentives. Air Force Manual 25-1 defines a
manager as a person who makes things happen through the
efforts of other people.9 These managers are the individ-
uals who must see to it that results are achieved through
the efforts of their subordinates.

As was stated earlier, the military group is a forced
group. Under the present structure, its members do not
come together on the basis of common interests or back-
ground. As is often the case, individuals are placed in

specific situations where their interests may coincide

with those of their fellow workers, but this is rarely

8Air Force Leadership, p. 127.

9Tpid.



13

accomplished through the choice of the individual. The
individual has almost no choice as to who the people will
be with whom he lives and works, especially if unmarried.
Single personnel are usually required to live in dormitory
type housing. The exception to this lies with certain
career people, especilially if they are of field grade rank
(Major - Colonel) or higher. These individuals are dedi-
cated professional military men and women who possess a
common core of interest, although they work in an almost
totally non-professional service. The distinction is
fine, yet does exist.

One of the objectives of this thésis is to attempt to
show that perhaps this inequity need not exist. By alter-
ing the working environment to that of true professional-
ism, all of the members would benefit.

What is really important in the organization is how
these members actually feel about their status, and how
they are looked upon by the civilian world. The alarming-
ly high attrition rate among these men and women definite-
ly testifies to the fact that many of them are dissatisfied
with their lot and are seeking employment outside the mil-
itary. In order to maintain an efficient and economioal
organization, it is essential that this trend be stopped.
A total professionalization of the military service could

do much to halt this trend.



CHAPTER IT
'TRENDS TOWARD A PROFESSIONAL MILITARY SERVICE

The author once had an esteemed engineering professor
give him the following advice: "You must deal with real-
ity, not with what we wish it to be or think it ocught to
be. Get away from idealistic thinking and deal with the
facts as they exist."

The above statement certainly does have an element of
truth about its; however, it is often this type of thinking
that impedes progress and slows down the growth process,
To be wholly idealistic would certainly be considered to
be unrealistic, but perhaps a compromise can be achieved
somewhere between these two extremes. IExactly how and
where depends on the situation, desired results and the
environment,

In dealing with a totally military situation, it is
probably necessary to welgh realism quite heavily: however,
when considering end results, totally casting aside ideal~-
ism would also be folly.

It is the author's contention that a totally military
environment does not exist for any appreéiable length of
time. This can best be illustrated by examining each of

three possible environments: (1) the totally military,
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(2) the semi-military, and (3) the civilian.

Totally Military

This environment can best be exemplified by an in-
tense combat situation with a rapid exchange of fire and
prime concern for survival. Here, the individual will
submit to true authoritarian leadership (Figure 1) in or-
der to accomplish the unit organization's mission and hjs
own personal mission (which may or may not be the same).
This type of environment does not exist for long unbroken

periods.

Seni~Military

This is by far the most common environment to which
the military member is exposed. It covers the wide range
from the front line combat soldier resting between battles
to the after duty hours recreation at the base theater,
Into each of these situations slip varying degrees of the
civilian influence on the military member's 1life. If the
individual lives on a military installation and conducts
the majority of his private affairs on or through the in-
stallation, he probably seldom slips out of the semi-

military environment.
Civilian

This environment consists of everything that is

definitely non-military as it influences an individual's
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Figure 1, Leadership Techniques1

lAir Force Leadership, p. 88.
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actions., If a military man lives off the base, attends a
civilian church, buys at civilian stores, and is influ~
enced by civilian oriented thinking, he can be said to
exist primarily in a civilian environment, treating his
military service as just another job. An increasingly
larger number of the military people on éctive duty expe-
rience this type of environment.

Since the majority of military members operate in
semi-military and/or civilian environments most of the
time, leadership and management techniques should probably
be developed and implemented with this in mind.

Figure 1 illustrates the different extremes that a
military leader may take, depending on the situation and
environment. These extremes do not represent ideal forms
of leadership, but rather, realistic forms of leadership.
The most effective type of 1eadef is probably an interplay
among a, b, and ¢, although everyone has probably observed
an authoritarian type of leader at least once in his 1ife,
The same holds true for the other types.

Trends toward or away from a professional military
service are meaéurable in three distinct areas: (1)
leadership techniques, (2) the economy of incentives, and

(3) the forced draft.
Leadership Techniques

It is often said that leadership has but one purpose,

that .of mission accomplishment; that leadership techniques
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vary with the situation and that ideal military leadership
is not a type, but rather, an applica‘tion,.2

The same may be said of industrial leadership, as
here, too, mission accomplishment is paramount and only
the methods and means employed to reach the objectives may
differ. In industry, the techniques also vary and 1eaderm
ship 1s an application of principles rather than a type.
Where, then, is the difference?

Research has shown that there is no one infallibie
list of qualities essential to effective leadership. A
comparison of successful military leaders of the past
shows that they differ markedly in the degree to which
they possessed some of the desired characteristics.,
According to published military directives and manuals,
there are certain attributes which are desirable in a
leader, since they contribute to the probability of hils
success., These directives further state that the basic
attributes found in successful military leaders include
human characteristics aimed at helping the men develop
quality in themselves. The technically competent command-
er can organize his men, facilities and functions: he can
solve the materiel problems and he can communicate
logically.?

The author believes that it is necessary to evaluate

°Tbid., pp. 88-89.
5Ibid., p. 91.
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certain "proven' military leaders in order to better un-
derstand the nature of military leadership.
General Mark W. Clark states that "contrary toc the

old saying that leaders are born, not made, the art of

/

leading can be taught, and it can be masteredo”4 General
Clark lists confidence, energy, timing, clarity, tenacity,
boldness, concern, morality, and faith as the necessary
characteristics of a good leader,

The following is taken from an arﬁicle based on an
address given by General Omar N, Bradley at the United
States Army Command and General Staff College on April 27,
1966. |

Leadership is something which cannot be de-
fined in a few words. Having been associated
with industry for some 13 years since leaving the
Pentagon, I find it difficult to separate com-
pletely the principles of military and industrial
leadership. They have much in common. Good
leadership is essential to organized actions where
any group is involved. The one who commands -
military officer or captain of industry - nmust
project power, and energizing power which coordi-
nates and marshalls the best efforts of his fol-
lowers by supplying that ingredient for which they
look to him, be it guidance, support, encourage-
ment, or even new ideas and imagination. The test
of a leader lies in the reaction and response of
his followers. ... The greatness of a leader is
measured by the achievements of the led. ..., 1
once knew a company vice-president who would for-
mulate plans but never follow up to see that his
plans got the expected results. ... A good _
leader is one who gets others to do the job.-

4General Mark W. Clark., "What it Takes to be a
Leader, ' Reader's Digest (July 1967), pp. 160-162.

5General Omar N. Bradley, '""Leadership,' Military
Review (September 1966), pp. 48-53.
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General Bradley went on to encourage constructive

~criticism, to discourage "'yes-men''y to encourage interest

in the Jobs of those working for you, to praise whenever

possible

and to encourage good mental and physical health.

He also emphasized the need for human understanding and

consideration for others, the need to have courage in

one's convictions and the need to allow the young to take

on responsibility and work things out.

General Matthew B. Ridgway feels that character,

courage, and competence are the chief ingredients for good
1eadership.6
The principles of leadership as taught in the United

States Air Force are as follows:

O O] oW WwWoH

s & o

=
O

11.
The

have one

Know your Jjob.

Know yourself and seek self improvement.
Know your men and look out for their
welfare.

Keep your men informed.

et the example.

Insure that the task is understood,
supervised and accomplished.

Train your men as a team.

Make sound and timely decisions.

Seek responsibility and develop a sense
of responsibility among subordinates.
Employ your command in accordance with its
capabilities. 7
Take responsibility for your actions.

above excerpts concerning military leadership

thing in common. They all deal with a fixed or

SGeneral Matthew B. Ridgway, 'Leadership,’ Military
Review (October 1966), pp. 40-49,

7Air Force Leadership, pp. 94-99.
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well-defined environment, This is not to say that these
characteristics and traits are not essential or desirable
for good organization. On the contrary, each of the
gsources mentioned provides the necessary elements for
adequate leadership. They form the_backbone of the leader-
ship training in the military today.

It is this author's belief, however, that this '"cook-
bookﬂ type of leadership training omits three vital fac-
tors, These factors can be simply stated as flexibility,
open—mindédness and nonresistance to change. &Lach char-
acterigtic is related, yet different. Perhaps they pro-
vide the necessary vehicle to allow Colonel Armstrong's
"balky, inflexible and sometimes broken-down management
machine' to cruise into the modern world.8

Flexibility has to do with deviatihg from established
dogma when the situation warrants, yet being careful not
to violate set Jjudicial boundaries. This is a commonly
practiced"unofficial”‘maﬂagement tool for many seasoned
and respected leaders. It could at times be called
"cutting red tape'" in order to secure swift results. It
is unfortunate that the organization must warrant such
actions, but for lack of better management tools, and be-
cause of an inflexible system, this is often the only way
to produce effectively. Flexibility would allow managers

to question the existing system and possibly promote

8Armstrong, DP. 5o



needed change.

Open-mindedness deals with the important moral and
social responsibilities that go along with the established
managerial responsibilities., To accept people, things,
and situations for what they are, and to laud their good
points and forgive their bad points is undoubtedly the
heart of open-mindedness.

Hayakawa states that the proneness to divide the

world into opposing forces - "right versus wrong,' ''good
versus evil,'" - and to ignore or deny the existence of any
middle ground, may be termed the two-valued orientatione9

Whenever’individuals are faced with a decision that de-
mands the rendering of an opinion along with the decisive
choice, they are confronted with two-valued facts on which
to base their decision. However, one must not allow the
two~valued facts to be the sole determining factors in the
decision, fpr then one becomes a slave to ﬁhe two~valued
orientation. On the other hand, if one allows these facts
to set limits on his decisions and then investigates fur-
ther into the social and moral implications of the pro-
posed acts, he is opening the way for a decision which is
based on the much preferred multi-valued orientation.

In his treatment of the two—valued orientation,
Hayakawa uses man's inhumanity to man to illustrate his

point. When German soldiers blindly obeyed the dictates

98. I. Hayakawa, Language in Thought and Action
(NeW YOI‘k-, 1965) 9 pp. 250““"2610
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of Hitler, they were acting as automatons. The two-valued
orientation concerning the evil of everything non-Aryan
was so firmly engrained in those individuwals that their
action in the killing of the Jews was not inhuman., but
rather, for the good of the fatherland. This same type of
thinking is often evidenced in today's world. To maintain
an open mind and practice tolerance in all situations is
every manager's responsibility. As a professional, one
can work to promote harmony within his own ranks and to
mold his decisions to benefit mankind socially as well as
materially.

Nonresistance to change is the acceptance of new
tools and methods with which the manager can better accom-
plish his job. In this high speed computer age, it is
imperative that change come easily, with a minimum of com-
plication. As stated earlier, a professional military
system is imminent. The degree of professionalization to
which the military éystem progresses, and how smoothly
this is accomplished is dependent upon its leaders, present
and future.

Military leadership, as it exists today, may not be
capable of competing with its industrial counterpart in
the areas of flexibility, open-mindedness or nonresistance

"to change.
The Economy of Incentives

The greatest steps toward a professional military
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have been taken in the area of incentives. These incen-
tives have been largely of the material kind. Military
pay raises since 1959 have constituted almost 75 per cent
of the total dollar amount in raises since 1900, Housing
has constantly been improving in both gquality and quantity
for both married and single members.

The trend toward a professional military service has
been making itself manifest in fhe currently proposed
Hubbell Pay Plan. This plan would do much to insure an
annual income for each member of the military on an equal
basis with his civilianvcounterpart° Under the Hubbell
Plan, all careerists would be switched to a new salary
schedule in place of the present system of base pay,
quarters and subsistence. The mafital status of a member
would make no difference in the sélary he is paid. Govern-
ment quarters would be put on a rental basis with no dis-
crimination by rank as to eligibility. The total salary
setup would use Government Scale salaries as bench marks
in establishing the new military pay scales. Each member,
although paying a larger tax due to having his salary 100
per centvtaxable, would be guaranteed an equal or higher
""take-home'" pay than he had before the change. Figure 2
outlines the Hubbell plan.'C This plan will undoubtedly

be ratified by Congress and implemented before the end

lO“Hubbell Plan Bared; Asks Pay Revolution,' Al
Force Times (January 24, 1968), pp. 1, 4, and 10,

H
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Under the PRESENT
pay system, You ..
.. draw base pay, col-

i lect quarters and sub-
sistence if eligible

For Career Men

PAY

Under the HUBBELL PLAN,
You would ..

.. collect a single
salary at all times

.o pay taxes on base
pay, not allowances

TAXES

.o pay taxes on your
entire pay

.. get a percentage
increase in base pay
when rates are raised
by law

FUTURE RAISES

.o get selective by-
grade raises geared to
civilian wages

.. collect severance
only if you are an
officer

SEVERANCE PAY

.o COllect asg either
officer or eunlisted

.o pay nothing, get
25 per cent of base pay
per year of service

-

RETIRED PAY

.. contribute 6,5 per
cent of salary, col-
lect on same basis as
now

.« draw basic bonus for

each re-up, get a vari-
able bonus in some
skills

RE-UP BONUSES

.« get a VRB based on
skill for first and
later re~ups

e lOse quarters pay
when housing assigned

GOV'T QUARTERS

.. pay rent for guar-
ters out of salary

.. draw less allowance
when mess is available,
none when it is used

GOV'T MESS

+» pay for meals out
of salary

.. earn more if you
have dependents

KIN BENEFITS

.o draw the same pay
whether married or
bachelor

.. Pay less because
stores non-profit

BX, COMMISSARY

.. probably pay more
tq make stores self
sustgining

.o get Ifree mortgage
insurance

FHA INSURANCE

.o l08e the insurance
benefit

.. carn special pay for
skill, duty

SPECIAL PAYS

s o continue to collect

Figure 2.

Hubbell at a Glance®

*Reprinted from Air Force Times (January 24, 1968), p. 4.
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of 1969.%1

For enlisted men serving their first enlistment, the
present pay system would remain in effect almost as is,
but they would be guaranteed promotion to pay grade E-2
within four months after enlistment and to E~3 within one
year., They would also be able to move into the career
force after two years (with promotion to E-4 and a six
year service commitment), "First termers" wduld benefit
from future raises, as well; which probably would come
yearly on the bagsis of the growth.of the economy. '"The
present military pay-allowance-benefit system is no systen
at all. It is a confusing hodge-podge that desperately
needs revamping."12

The Hubbell Plan or its equivalent would do more than
Just plaée military compensation on a par with civilian
compensation, for it would establish an enlisted '"up or
out'" program, as well. If individuals did not produce at
accepted levels or were clearly unfit for promotion, they
would be forced out of the military. This forced elimina-
tion of the '"dead wood'" has long been needed. The mili-
tarvaould no longer be a haven for the unfit, lazy, or

unproductive individual and would take on a new air of

M1pig., p. 10.

l2”Pay Proposal Revolutionary,' Editorial, Air Force
Times (January 24, 1968), p. 12.
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In addition to recommending the adoption of the
Hubbell Plan or its equivalent, this writer proposes a
stratification of enlisted pay grades beyond that pro-
posed within the Hubbell Plan (Figure %). This stratifi-
cation would incorporate skill level and necessary
knowledge in the base pay, thus eliminating Proficiency
Pay, as such. As an example, illustrated in Figure 3%, the
grade E-4 would use the Hubbell Plan recommendation as its
base pay. This would be Level 1. Level 2 under the grade
E-4 would include the base pay plus a 6.5 increase above
that of Level 1. Persons qualifying for this pay would be
those currently drawinngroficiency Pay 1 (P-1). Level 3
would include a 13 per cent increase over the base pay for
those‘now drawing P-2. Proficiency pay is extra compensa-
tion for highly skilled workefs in specially designated
career areas. |

Commissioned and Warranted Officer pay grades would
not be stratified in this manner, but would follow the
Hubbell Plan, as all of these officers are considered to
be equally skilled. In addition, this writer proposes
that hazardous duty pay for enlisted personnel be in-
creased from $55 to $100 per month and that flight pay for
officers be eliminated, substituting a hazardous duty pay

similar to that of the enlisted system, at a flat rate of

15”Up or Qut Program for EM?,' Air Force Times
(January 24, 1968), p. 1.
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$150 per month for all grades.

GRADE | IEVEL | OVER 4 YRS | OVER 6 YRS | OVER 8 YRS
3 510 576 632
E-5 2 480 543 596
1 450 | 510 560
3 452 508 566
E-4 2 426 479 533
1 400 450 500

Figure 3. Example of Enlisted Personnel Pay Grade
Stratification

Bachelor officers should not be forced to live on the
miiifary installation in dormitory like facilities, which
in some instances are inadequéte‘and which; also, are not
in keeping with the professional status of the members.
These officers should be given the option of living where
they choose, and this without suffering monetary loss.
This aspect of incentives will be treated more fully in
the chapter entitled Retention, as it is a primary cause
of dissatisfaction on the part of many»individuals who

resign from the military service.



The Forced Draft

This writer proposes certain changes in the military
draft system. One of America's current "thorns in thé
flesh' is this draft system as presently established.

This system may preclude any possibility of establishing a
totally professional military service. Undoubtedly, as
agitation hastens and as the passage of time prompts
ohange; the draft system will be modified. Perhaps this
forced modification would not be necessary if the military
system were allowed to professionalize, for professional-
ization would eliminate the draft asvit exists today. The
threat of a mercinary fbrce developing would be eliminated
by maihtaining the currently established system of civil-
ian controls in the Executive Branchvof the national
government, |

The problem of maintaining a force sufficiently large
to counteract any and all threats to the freedom of
America should properly be met through positive incentivesg
rather than by negativé ones. By establishing the mili-
tary as a profession, its appeal for career-minded men and
women would multiply greatly. No longer would service men
be ''second-class citizens'" in the areas of salary, pres-
tige, and self-determination.

With any radically new and challenging change, there
are problems that arise which cannot be handled with
existing tools. Management techniques become antigquated

very quickly in the computer age. Whatever the system
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that evolves from our present military structure, contin-
gency provisions must be built in to insure workability.
In a totally professional military system, it is possible
that situations may arise whereby a fast build-up of men
is essential to the security of the nation. In this
event, the longer process of recruitment may have to give
way to emergency draft measures. However, this would in
all probability only affect the_fighting force ground
soldiers, and they only for a short period of time. In
all likelihood, the reserve forces could be mobilized to
meet any serious threat, doing away with the need for an
emergency draft.

The author firmly believes that the difference between
having to stay and being forced to obey is significantly

contrasted to choosing to stay and choosing to obey.



CHAPTER III
JOB ATTITUDE AND MORALE

Many industrial studies have established job attitude
and morale of employees as of prime importance in the
over-all plan of production. This serves to emphasize the
individual in the scheme of organizations., This impor-
tance of men is well described by Gilbreth:

Manpower, behind the material of production,
requires recognition if it is going to contribute

its utmost to production. The worker is impor-

tant because of his human values. The full devel-

opment of our human resources will mean more %o

the future of this country than any other ocone

item., The evaluation of human potentialities and

ways of developing them are measuring devices of

management.

The military worker, whether officer or eniisted9 has
a job, an attitude about his job and a certain level of
morale on the job., Often, especially among the enlisted
personnel, this Jjob attitude is poor and morale is low,

It is believed that the reason for this is twofold., First,
the worker lacks proper motivation, and second, the worker

may not have a clear concept of the value of his own pro-

ductivity or of that of his unit.

l1i11ian M. Gilbreth and Alice R. Cook, The Foreman
in Manpower Management (New York, 1947), p. 5.




Motivation

The morale of the military worker depends upon the
same factors that the morale of the worker in industry
depends upon. Major morale factors are: (1) adequacy of
immediate supervision, (2) satisfaction with the job
itself, (3) compatibility with fellow employees, (&)
satisfactory organizational purpose and effectiveness,

(5) reasonable satisfaction with economic and related in-

centives, and (6) general physical and mental health..2

Management heads in the military sometimes operate
under the assumption that morale is something that can be
bought, persuaded or even ordered into existence. Accord-
ing to Halsey: |

Proper motivation of workers requires high
morale, which introduces into the work sgsitua-
tion certain conditions which are favorable %o
morale development. These conditions are: (1)
each employee needs to feel that his efforts
are really appreciated, (2) management must
weigh carefully and thoughtfully the effect of
each rule and notice, (5% each employee needs
to take part in the planning of those things
which affect his working conditions, (4) eac
employee must have a feeling of pride in the
worthwhileness of his work and his company, (5)
each employee needs satisfactory social experi-
ences in his working condition, (6) each em-
ployee needs Jjob security and freedom from
worry, and (7) each employee needs fair_
policies and practices from management.

Halsey's idea of an equitable management system for

2Keith Davis, Human Relations at Work (New York,
1962), p. 78.

5George D. Halsey, Handbook of Personnel Management
(New York, 1947), pp. 2-8.
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employee motivation tends to be more permissive thaﬁ_this
writer feels would be workable for military purposes. In
spite of the ideal Situation as proposed in the above quo-
tation, industry rarely offers each employee an active
part in the planning of those things which affect his work-
ing conditions, due primarily to the existence of the con-
ditions before the employment of the individual. The
remaining items certainly are applicable in varying de-
grees, however. It is this writer's belief that military
management heads may often overlook some of these condi-
tions in the evaluation of jobs and the establishment of
Jjob specifications and requirements. As a result, man-
power may suffer, proper motivation may not be obtalned,
morale may drop and production rates may decline.

The adeguate satisfaction‘of egolstic needs seems to
noffer the best opportunity to motivate employees to better
Jjob performance. ©OSutermeister establishes the egoistic
needs of the worker as those that an individual must have
for a high evéluatién of himself; and includes such needs
as knowledge, achievement, competence, independence, self-
respect, respect for others, status, and reoognition,4

The military worker often feels that he has a meaning-
less Jjob, that he does not play a significant role through
his work. This writer has recently witnessed lower grade

enlisted men doing KP for two to four weeks at a time, six

4Ro'ber’t; A, BSutermeisters People and Productivity
(New York, 196%3), p. 14.
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and seven days a week, fof twelve to fifteen hours a day.
Conditions such as this are not only deplorable, but are
an affront to the dignity of man. The proposed civilian
contracted dining halls are slow to materialize. With
situations existing such as Just mentioned, it is next to
impossible to instill any real sense of Jjob pride in an
individual.,

Leaders should strive to eliminate degrading Jobs and
deplorable working conditions in the military. Granted,
not all jobs offer the optimum in working conditions by
their very nature, but with skillful immediate supervision
any Jjob can be made tolerable. Often, it i1s not neces-
sarily the job that is intolerable, but rather, the imme-
diate supervisor. This topic will be covered in depth in
the following chapter.

Some situations offer more hardships than others, of
course, but management heads should endeaveor to instiil
job pride in all individuals. ©Studies show that workers
are not mere cogs in a wheel, or cards and numbers in an
enterprise. A sympathetic understanding of human nature
will reveal the same thing. Individuals respond to good
human relations with enthusiasm, initiative, and driveo5
Military leaders should always realize that iﬁdividuals

have to work together, that all behavior is caused and

5Nathan Shefferman, The Shefferman Personnel
Motivation Program (Englewood Cliffs, 1961), p. 5.




that motivation provides this cause,,6 It is the means by
which the manager creates and maintains the desire of his
people to achieve the planned goals.

The importance of the military group to mission ac-
complishment cannot be overemphasized. The small group is
the basic working unit in every type of organization, but
this is perhaps especially true of a military organiza-
tion,7 As a dynamic entity, its sum total and value is
greater than the sum of its parts.

The group can be an instrument of good or evil,

depending on the role assumed by the leader.

The group must never be allowed to submerge the

individualy yet, each individual must work to-

ward the goals of the group with enthusiasm and

determination,

It is possible that closer control of the merit
rating process, the institution of a workable collective

bargaining system and of a means of effective arbitration

may help to solve many motivation problems.

Merit Rating

Manpower management in industry has long made use of
effective merit rating systems to appraise the performance
of their workers. The military system of merit rating

differs little from that of industry. The Officexr

®Davis, p. 16.

7Me1vin R. Lohmann, "A Concept of Organization and
Management " (unpub. Ph.D. dissertation, University of
Towa, 1954), p. 92.

8Air Force Leadership, p. 18.
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Effectiveness Report, Airman Performance Report., Officer
Efficiency Report, Commander's Enlisted Evaliuation Report
and other similar reports, depending on which branch of
the service one is familiar with, play an important role
in the promotion of the serviceman. ©Such a report may be
the sole criterion for promotion in some instances. Often,
the person making out the efficiency report for individ-
uals under his supervision may not be trained in the prop-
er preparation of these reports. This is most likely %o
occur when dealing in the ranks of the enlisted man., The
military often seems to neglect to take into account the
inadequacy of using untrained enlisted men, often only one
grade higher than the individual being rated, to write the
efficiency report. As Halsey states, the primary purpose
of employee merit rating is to measure and evaluate as
fairly and as objectively as possible each worker's gen-
eral merit, especially as related to his eligibility for
salary increase or promotiono9 Employee merit rating is
an orderly, systematic, and carefully considered analysis
and evaluation of a person's services, based on observa-
tion over a considerable period of time and on a study of
all available objective records of performance and
behavior,

Personal opinions, prejudice and bias often are the

primary source of information in military rating reports.

YHalsey, pp. 177-178.



This unfair practice hampers proper motivation, lowers
morale, and good Jjob attitude and lowers productivity, as
well., This writer once worked for a boss who drew lots
to see which one of his workers would take the credit for
specific achievements in the shop whenever Efficiency
Report time came around. ©Several other foremen in the
same squadron used similar methods. Manpower management
should realize that, as in industry, the development of
successful methods of measuring job proficiency is one of
their most difficult and complex problems. This important
task requires effective management for increased produc—
tivity.lo The need for finding workable solutions is

paramount to a successful professional system.

Collective Bargaining

In industry, the labor union provides additional
psychological and sociological benefi‘tss such as group
solidarity, leadership opportunities, protection from un-
reasonable supervisors, communication to management and
social power to get rewards for its me]tn'ben:’saj“:l Since
unions do not exist in the military, other means have been
tried with the purpose of providing the worker with &

stronger voice. These means, such as the Airman's Council

established at McGuire Air Force Base, New Jersey, were

Ogawin A, Fleishman, Studies in Persounnel and
Industrial Psychology (Homewood, 1961), p. &7.

l-lDavis', P. 279,
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designed to allow enlisted men the opportunity to present
grievances concerning their jobs, supervision, and working

. s 12
conditions.

These steps have proven ineffective largely
due to a lack of confidence in the setup on the part of
those With grievances. Holding power of Jjudgment in mili-
tary hands has caused suspicions of coercion and prejudice,
Currently, United States Alir Force Headquarters is con-
sidering implementation of enlisted councils at various
levels, to provide Non-commissioned Officers and Airmen
direct route to theilr commanders and even to the ll?'f—)ntagonL.‘l3
In the opinion of this writer, this program resembles a
giant suggestion box. Air Force controlled, it is de-
signed as a means to collectively treat existing problenms
which cause low retention rates. There is no provision to
hear low level grievances that are meant to stay on a low
level. The individual, for the most part, is ignored, as
major emphasis is placed on the collective.

To offer‘a possible solution to the above stated
problem, this writer proposes that a system of collective
bargaining be established for all military personnel,

America'’s military system is so structured that a

military takeover of the government is virtually impos—

sible. The system of checks and balances that affects

lz”McGuire AFB Establishes Council for Airmen,' Air
Force Times, XXV (March 31, 1965), p. 6.

lB“Advisors on Trial as 'Friend in Court'," Air
Force Times, XXVIII (March 6, 1968), p. 13.
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the various governmental bodies also affects the military.
It is often said that America's armed might is an instru-
ment of foreign policy. Whether it be an instrument of
foreign or domestic policy, or more probably, a combing-
tion of both, does not require that the members be subject
to the political and prejudicial whims of the legislature.
Service professions, such as teaching, law enforcement,
and fire protection, have suffered degrading salaries,
long hours, and poor working conditions as a direct result
of being subject to what is perhaps the poorest compensa-
tion program known - that based on the taxpayer.

Recently, remarkable steps have been taken to insure
that these professions are more Jjustly rewarded:; although,
unfortunately, these steps were not initiated by employers,
but rather, by organizations formed'by the members in or-
der that they may bargain collectively. Government
workers in a civilian capacity have long had employee
assoclations that have successfully presented their de-
mands in the areas of salary, working conditions, promo-
tion, and grievance handling. At present, only a few
members of Congress can be said to "crusade' for the mili-
tary man. The establishment of a system of colliective
bargaining for military people would probably ease the

paln of changing to a highly professional military.

Arbitration Boards

As stated earlier, councils do not seem to have proved
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capable of providing the necessary sounding board for in-
dividual members of the military. Non-political arbitra-
tion boards set up along lines similar to industrial ones
could conceivably provide a solution. These boards could
be called whenever the employee association felt that a
member was not receiving fair treatment in any area,
Individuals could directly request a hearing, which would
also lead to the convening of a board. Board members
would need to be either civilians or retired military
personnel, as objectivity is essential. The American
Arbitration Association uses men from various walks of
life to perform arbitration services for industry. These
men usually have industrial experience, but this is not
essential. As long as an arbitrator is acceptable to both
sides in a dispute, he is qualified, regardless of occupa-
tion. A similar group of men could be formed to arbitrate

military cases as well.
Productivity

As in industry, the military looks to high produc-
tivity to remain strong and capable. This high produc-
tivity is usually a direct result of long range planning.
In industry, this type of planning is made possible by the
very nature of a more subdued environment. The military
environment does not offer a stable situation all of the
timey however, in the semi-~military environment an approx-

imation to the industrial situation can usually be made.
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Often, military management operates with a purely
military environment in mind. Optimum long range goals
may be sacrificed, when in fact, they should have been
implemented. ZEach year, the General Accounting Office
investigates high cost areass; areas with a high cost to
production ratio. Workers usually know fairly accurately
how efficient their unit organization is. If their organ-
ization falls under GAO scrutiny, or even if they have
only an informal understanding that efficiency is liow,
their job attitude is going to be affected. Voorhees
states it well when he says that attitudes are not inher-
ited, but rather, require learning through social partici-
pation.14 This concept is belongingness, in an industrial
sense, a condition which influences the attitudes and be-
havior patterns of the workers towards the group to which
they belong.

High productivity demands a meaningful and effioient‘
organization., Efficiency is affected by morale, disci-
pline, and esprit-de-corps. Conversely, efficiency plays a
major role in the development of morale, discipline, and
eSprit-de-—corps,15

Although morale is often confused with esprit-de~-

corps, the former is an individual feeling, while the

14John E, Voorhees, '""The Relationship of Psychology
and Sociology to Industrial Engineering' (unpub. Ph.D.
dissertation, Oklahoma State University, 1951), p. 81.

15Air Force Leadership, pp. 19-21.




latter 1s an aggregate of the first. Morale can be said
to be dependent upon the welfare of the individual, his
understanding of the mission, his confidence in himself,
his leader and his unit, his acceptance by his peers and
discipline.16
True discipline is a quality of the mind.*/ True
discipline also implies ultimate authority, as discussed
in a previous Section, for it is a member's acceptance of
the need for a common law to coordinate and 1limit the
group's actions. A pure military environment prompts
instinctive disciple - obedience under all conditions.
Esprit-de-corps is the collective morale of the indi-
viduals making up a group. It could be said to be the
degree of loyalty., pride, and enthusiasm of members for
their unit. "Esprit-de-~corps is a hidden power within a
group thét stems from its solidarity and makes possible
unusual accomplishment against great odds,”18
The ingredient that allows an efficient organization
to exist and that plays a large part in establishing
morale, discipline, and esprit-de-~corps, is supervision.
It is the responsibility of managers and supervisors to
provide a means by which a worker can find a meaningful

and efficient operation. Each worker that expresses

161154,

171vi4,
181134,



anxiety in any of these areas should receive carefully
prepared instruction and counsel concerning the necessity
of his job and the mission of his unit.

A final point to consider under this area of produc-
tivity is the importance of careful and responsible use of
personnel. Efficient use of time and personnel is diffi-
cult to measure, for it cannot be readily subjected to
statistics.

This is particularly true of management and staff

works; the quality of the end product - decisions,

directions, plans and programs - is not meas-

urable in terms of work units and hours, but in

the final regults attained, sometimes months and

miles away. ’

As this article in TIG Brief goes on to point out, this is
where the managers nmust make sure that they are making
effective use of their personnel and equipment. The rep-
etitive nature of giving advice and assuming responsibili-
ties improves a person's ability to doc Jjust that.

Providing an opportunity for junior personnel

to participate in meaningful ways prepares

them to be better contributors to the come

mander's staff resources of ability, makes

them sooner able to assume additional respon-

.s8ibilities, either in their own, or in some
other command.

19”The Junior Officer and Programs to Utilize
Personnel Abilities, as Well as Time.,' The Inspector
General's Brief, 18:% (November 11, 1966), p. 3.

201pig.



CHAPTER IV
SUPERVISOR~EMPLOYEE RELATIONSHIPS

It is perhaps true that the most important element of
induétry is supervision. The military, as well as indus-
try, depends upon adequate supervision to operate success-—
fully. DMilitary supervisors, in their relations with the
workers, do not differ appreciably from those in industry.
An individual must possess and effectively use certain
special qualities to be a good supervisor. Shefferman
states that a good supervisor first needs a sound working
knowledge of the operation that he supervises,l Manage-
ment seldom fails to recognize this need when selecting
its formal 1éaders, Secondly, a good supervisor needs to
éstablish sound employee relations.

There are three main factors with which a supervisor
must deal in managing his "business within a business'
These are men, materiel, and equipment. The supervisor
must build a strong organization of skillful, interested,
alert, and loyal workers, fitting.each man to a Job that
he can do best and developing each worker to his highest

potential. He must stimulate each man to work toward a

1y
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common goal of the entire department and company. Finally,
the supervisor nmust hold his own part of the organization
together.

Halsey lists similar qualities that pertain to an
effective leader, adding that the supervisor must do all
of this fairly, patiently, and tactfully, so that each
worker is inspired to do his work skillfully, accurately,
intelligently, enthusiastically, and completely.2

Industry has long realized the importance of good
supervisor-employee relationships. Industry also realizes
that the qualities which make up a good leader are not
necesgarily inherent’in that individual, but rather., are
the product of careful training. The military seems to be
abreast with industry in these realizations. In the past,
military leadership training emphasized protocol, bearing
and the ability to command. Officer and Non-commissioned
Officer development courses today are striving to incorpo-
rate a strong human relations element into them. Accord-
ing to Davis, leadership is the human factor which binds a
group together and motivates it toward goals. The leader's
planning, organization, and decision making reach fruition
only when followers are motivated to carry them out.
Leadership is the result of a complex interaction of the

leader and his followers in a dynamic environment.5 An

2Halsey, p. 161.
3Davis9 p. 118.
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understanding of the informal organization may serve to
underscore the importance of the interaction between
leader and worker.

The informal organization actually controls many mili-
tary activities theoretically governed by the formal or-
ganization. Customs which may either contradict or
reinforce formal regulations are developed in the informal
group to control many of the details of military life.

The officially defined roles of a leader are redefined
through his association in the informal group and through
his acceptance by the informal group as 1its 1eader.4 The
leaders of the official formal group may or may not be the
same persons that are the leaders in the informal group.

C. I. Barnard characterizes the informal group as
being unconscious in its structuring of society, while the
formal group is consciously structuring society. Barnard
goes on to explain that the informal organization has two
important effects: +that of establishing certain attitudes,
understandings, customs, habits, institutions, and values;
and that of creating the conditions under which the formal
organization may arise. It is the informal organization
that establishes friendships and comradeship among
workers. '"Comradeship is much more powerful than patriot-

M5

ism in the behavior of soldiers,

q““Informal Social Organization in the Army," Leader-
ship and Human Relations, p. 177,

>Barnard, pp. 116-119.
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Whenever managers have an opportunity, they should
try to ascertaln the composition of the informal groups
operating in their command. Often, this is difficult due
to the very nature of this type of organization. Whenever
possible, supervisors should be chosen with regard to the
informal group, since it is through this means that Job
attitude and morale are the most affected.

In the military organization, the shop chief, platoon
leader, section chief, or whatever these immediate super-
visors are called, corresponds to the foreman in industry.
These individuals are the backbone of supervision. The
function and selection of these supervisors in the military

will now be examined.
The Function of the Shop Chief

The job of shop chief usually falls to the highest
ranking Non-~commissioned Officer in the shop. Many
possess the qualities necessary in a good supervisor,
while others do not. The foreman determines the relative
gsuccess of his unit organization depending on his leader-
ship abilities, Gilbreth states that top meanagement in
industry expects the foreman to be a morale buildero6 One
of the greatest morale factors is loyalty to a common
goal. Mutual interest and identification among employees

builds and strengthens loyalty. When foreman and worker

©Gilbreth, p. 175.
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feel that they are engaged in doing something ;arger than
their own Jjob, their Satisfaction 18 increased.

The shop chief has the function which is almost iden-
tical to that of the foreman. His methods of supervision
determine shop productivity, morale, and the quality of
human relations. Gilbreth establishes human relations as
the foreman's most important J’ob.,'7 By sensing early signs
of manpower trouble, he must take the necessary steps to
prevent it. By establishing open lines of communication
with his workers, he encourages favorable Jjob attitudes,
behavior, speech, and interest in the shop. Just as the
successful foreman must estimate and plan his budget of
time and energy to develop new leaders in his shop, so

8

nust the section chief. Qhefferman states that the im-

mediate supervisor has the responsibility of building and
maintaining employee morale.9
The military has long realized that the relationship
between supervisor and employee must be favorable for
effective organization and production. The mere realiza-
tion of the need for this favorable relationship does not
guarantee that it will exist. Managers have the responsi-

bility of not only making management directives, which are

now in existence, work, but also of formulating new tools

7Ipid., p. 8.
81pid., p. 178.

9Shefferman, P. 174,
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to keep pace with The changing world.
The Inspector General of the Air Force recently ex-
pressed his concern for this problem.

A smooth working relationship between the
supervisor and his employees 1s necessary for
maximum production and well being of the uuit.
This ideal relationship, which is not a one-
sided responsibility, can be obtained through
the tactful and effective use of ‘'downward’ and
'vpward' communication, which bullds trust and
confidence between supervisor and employee.
Primary responsibility for establishing this
management aid lies with the supervisor, who
must explain what is required of each employee
and encourage constructive suggestions and
criticisms. Further, he must keep them in-
formed of changes which regard their Jjob,
employment, and organization. Effective commu-
nication includes praising a dedicated employee
when he does a fine Jjob, as well as telling him
when he is falling down. It requires both kind-
ness and firmness, as the situation dictates.t

The establishment of effective relationships, as an
important function of the shop chief, is emphasized by
Sergeant Mikles, himself a section chief in the United
States Army. Mikles states that in order to become a more
effective military leader, each Non-commissioned Officer
must depend on his ability to set group goals with group
members, must coordinate group members into a cooperative
team, must have interest in the group and be especially
human in his style of ZLea-xdersh:'Lp.l‘1

The section chief is the backbone of production in

lO”Management—Employee Communication,' TIG Brief,
XIV (September 14, 1962), p. 6.

llTruman F, Mikles, lst Sgt., USA, "How to be a More
Effective NCO," Army Information Digest, XX (January,
1965), pp. 30-32.
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the military; his position, in the over-all organization,
is most important. His importance may be neglected when
job accomplishment and production rates are considered
foremost to the mission of the military. In industry, as
expressed by Gilbreth, a foreman interprets and carries
out company policies. This responsibility demands the use
of clear, forceful language, possession of the art of per-
suasion, an understanding of the individual and a knowl-

edge of the facts involved.12

He is a key man, for he
sees that the worker knows what the company wants and is
planning to do. As a '""keyman' in the military, the sec-
tion chief has to realize that the majority of his work is
a human relations job. His ability to communicate by
giving orders, instructing, suggesting and writing estab-
lishes the two-way cooperation between supervisor and
employee that is necessary for full production.

Being close to the majority of his men, the Non-
commissioned Officer is in a position to influence their
decisions and the quality of their work, He is in a posi-
tion to impress upon subordinates the meaning of traditions
and customsvin the military, and he is the logical person
to create good morale, discipline, and esprit-de-corps
within the unit. The degree to which he is able to accom=
plish the above depends on the status, authority,and sup=-

port given him by his subordinates. I1If the Non-commissioned

12Gi1breth, p. 176.



51

Officer is not an effective leader, is not dedicated or
if he lacks position in the eyes of his subordinates, the

military is in serious difficulty.r
The Selection of bupervisors

The military structure is different from the civilian
and individuals employed in one or the other are affected
in different ways.

The military facts of 1life include chain of

command, degrees of rank, correct wearing of

the uniform, and military regulations, tradi-

tions, and Jjustice. Military leaders are

taught to make more effective use of existing

military structure and environment in putting

management techniques to works; however, the

average normal man who is fitted into the

uniform of an American ground soldier ... 1is

what his home, his religion, his schooling,

and the moral code and ideals of his societ

have made him. The Army cannot unmake him.

This writer believes that the military system would
be more effective in the management of 1ts men and mate-
riel if it were not always necessary to use the existing
management structure and environment to put management
techniques to work. It is the difference between the
management concept of forcing the man to fit the machine
versus the method of designing the machine to fit the man.

In order to assure that every supervisor is well

equipped to handle his position, it is necessary that a

13Air force Leadership, p. 22.

14Brigadier General S.L.A. Marshall, Men Against Fire
(New York, 1947), p. 54,




thorough check be made of each individual who is eligible
to hold a supervisory position on the basis of rank and
seniority. Unfortunately, social tTies may play a strong
role in the selection of supervisors. The testing of in-
dividuals to determine leadership qualities does exist, as
do leadership training programs. These tests and the
training that accompanies them may often be only a means
to satisfy regulation; however, with the eventual selec-
tion based upon social contact. Halsey emphasizes the
importance of careful selection of supervisors.

The first question which needs answering in

the planning of any supervisory program for the

selection and training of supervisors is: What

gqualities, knowledge, and skills will reflect

success in performing the duties of a supervisor?

Some of the most important qualities are: (1)

good health, (2) intelligence, (%) mechanical

comprehension, (4) human relations, (5) judgment

and ingenuity, (6) tact, (7) initiative, (8)

ability to teach, (9) thoroughness, (10) courage,

(11) emotional control, (12) technical knowledge,

and (1%)_coordination and strategy in getting

results.

Industry uses training and testing programs to the
fullest extent in their selection of supervisors. Several
testing programs are in use, but one which deserves note
is the one developed by the Office of Industrial Relations.
Its director, Arthur J. Jones, states that his supervisors
train and test in the principles and techniques of good

management and supervision. They use the evaluation

standards and make recommendations for changes in Jjob

ouaisey, pp. 151-158.
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content, titles, and grades. They conduct cyclic reviews
of jobs and make Various adjustments pursuant to their
salary administration directives. The workers take an
active part by advising on a more economical distribution
of skills, thereby bringing into play all of the gqualities
necessary in a good Supervisor.l6

In this writer's opinion, a serious program should be
initiated in the military whereby management heads could
be mede aware of existing weak links in the supervisory
program. By knowing the potential weak links in the devel-
opment of the supervisory staffe'management could then
develop a training program to meet the needs, based on
objective evidence.

Probably the most neglected area of military super-
visor training is in the effective and successful handling
of people. According to Voorhees, industry offers exten~-
sive training in the psychological aspects of handling
people., Included are such subjects as individual differ-
ences among workers, practical psychology on the job,
types of people who need special treatment and rules for
good mental health.l7

At present, the main emphasis on supervisor training

in the military seems to place equipment and materiel

16Arthur J. Joneg, ""The Vital Link - Human Relations,
Personnel Management,'" The Review,XLIII (March-April 1964),
Pp. 52-54.

17Voorhees, p. 96.




ahead of manpower. The Inspector General of the Air Force
holds the opinion that examinations test the interrela-
tionships of supervisors responsibilities and internal
procedures, to insure that directive requirements are
known and accomplished as a normal routine. Furthermore,
supervisory proficiéncy in operations, maintenance, supply,
and security has a profound effect on Air Forde safety,
readiness, and economy. Written exaﬁinations require that
officer and enlisted supervisors are proficient in these
areas. This insures that they understand ahd apply prop-
erly the latest directives and prescribed procedures to
the unit's operation.18

Training and testing procedures should place manpower
as a full equal to equipment and materiel to insure ade-
quate supervisor-employee relations.

Since it is through the Jjunior officer that future
policies will be formulated, his is an 1mportant role in
management. This role will be considered before conclud-
ing this section on supervisors°

The lieutenant is normally energetic and enthusiasticg
however, this desire to excel 1s sometimes without adequate
direction. This may be due primarily to a lack of experi-
ence in the application of his practical knowledge and to
the newness of his commission. It is the responsibility

of the middle managers - majors and lieutenant colonels -

18 resting Supervisors,' TIG Brief, XVI
(December 18, 1964), p. 3.
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‘to provide the necessary motivation and direction to the
young officers. First Lieutensnt McDowell contends that
the junior officer's desire to remain in the service may
be substantially affected by his relationship with his
immediate supervisors, primarily those officers in the
major and lieutenant colonel group. L. McDowell goes on
to make a very salient poinﬁ; namely, that these field
grade officers have been out of the Jjunior officer cate-
gory for a number of years and have become less and less
aware of the attitudes and feelings of the young lieuten-
ants.19 If a young officer is discouraged from bringing
his problems to his boss, he is prevented from gaining a
portion of that valuable experience that would enable him
to become a more effective manager. Good officers need to
be good leaders, but ieadership‘skills are not inborn.
Given the equipment and other management resources, the
Trole of the manager still centers around gettihg things
~done through people. Military management faces a problem
not usually encountered by industrial management; The
former demands of the manager greater resiliency, flexi-
bility and adaptability due to the highly structured or-
ganization of the military system. This is particularly
true in a military-civilian nmixed environment, which is

becoming increasingly more prevalent. This '"Mix-Fix," as

l9First Lieutenant Charles P. McDowell, ""The Junior
Officer and His Supervisor," Air University Review (May-
Ju_l’le [} 1966) 9 pp 3 91““92 e
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it is referred %o, is placing highly skilled civilian
workers into Jobs previously held by all military person-
nel. The need for this has been made evident by the great
advances in technology in the past decade, advances which
the military manpower programers have been striving to
keep pace with. These civilian workers are often more
highly paid for doing the same jéb as their military
counterparts. This situation creates management problems
thaf are compounded by accompanying disparities in posi-
tion, privilege, and responsibility. The manager is,
thus, required to master the nuances of a mixed military -
civilian envirbnment;2o

The junior officer of today is going to be tomorrow's
middle and upper management head. By preparing himself to
cope with these new problems and planning for future prob-
lems not yet manifest, the lieutenant can do much to in-
sure a éommand position for himself in tomorrow's highly

professional military organization.

Ourpe air Force Manager and His People,’ TIG Brief,
XIX (May 12, 1967, p. 1.



CHAPTER V
RETENTION

One of the most obvious problems of any military or-
ganization 1is the procurement and reﬁention of highly
competent contributors. High labor turnover presents a
serious problem to military manpower management.

Industry uses several methods to screen and select
its employees; however, the most common are the general
intelligence and aptitude tests. The military uses simi-
lar tests to screen its labor force. The results of these
tests show a marked similarity in the quality of personnel
between the military organization and industry,l

The only significant physical difference in the two
labor forces lies in the comparative age groups. A large
percentage of enlisted men are in the seventeen to twenty-
one year old age group, a much larger percentage than in
industry. This difference does not seem to exist when
comparing officers to their industrial counterparts. The
unbalance in the enlisted group results in a more immature

work force than that of industry. On the other end of the

'l”Aptitude Testing,'" TIG Brief, XVII (March 12, 1965),
. l. '

o7
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age scale, industry has a much larger percentage of its
labor force in the fifty to sixty-five year old age group
than does the military. DMany military men, enlisted and
officers, retire after twenty to twenty-five years service,
while they are still in their forties.

Some reasons for the high labor turnover in the mili-
tary and possible solutions to this problem will be dis-
cussed in the remainder of this chapter.

The problem of retaining a skilled and trained work
force plagues management heads in the military; The exces-
sive cost of technical training aggravates this problem.
Voorhees states that the reason.for this problem in an
industrial environment, is thaﬁ managers do not cope with
their manpower'problems properly. He lists some of the
dommon shortcomings of industrial managers in this area,
shortcomings that could be applied to managers in the
military, as well. These are: (1) failure to upgrade
employees whenever possible, (2) neglect_to train foremen
to have a better appreciation of human relations, (%)
failure to make use of‘moderng scientific methods of
psychological evaluation of erﬁployees9 and (4) general
failure to do a good Jjob in usiné human asse“’cse2

A general dissatisfaction with pay and allowances,
especially in the lower enlisted and lower officer grades

causes many individuals to leave the service in order to

2Voorhees, p. 98.



29

search for higher paying jobs as civilians. Monetary
reward is not the only key, however, for the majority of
servicemen that get out do so for other than monetary
reasons. As the largest trainer and employer of techni-
cians in this country, the military 1is an excellent éource
of trained personnel for industry.3 Since servicemen can-
not use collective bargaining as a means of increasing the
incentives for staying in, they must depend on politicians
to provide "adequate and fair compensation."

Recommendations presented earlier in this paper out-
line a method of collective bargaining similar to.the
American Arbitration Association used by industry. This
would provide the needed means to present the wishes of
the serviceman before an appropriate agency of the Joint
Chiefs of Staff or Armed Services Committee.

One reason that many Air Force men give for leaving
the service is that the military gives too little recogni--

tion for individual effort and achievement. The editor of

the Air Force Times states that there is a lack of the
kind of personnel recognition the civilian professional
can expect when he 1s doing his job,4 The stress 1in the
military is on the team and staff effort. Often, the per-

son making the actual contribution must take second place

5’I‘echnician Manpower Associates, Teamwork in Technol-
ogy: Managing Technician Manpower (Scarsdale, 1959),

4”Enough Recognition?" Editorial, Air Force Times,
XXVII (January 18, 1967), p. 1l2.



60

to the team leader who accepts the recognition for the
"team. " 'Whatéver is accomplished out of the ofdinary by
the civilian worker is often Weli published and lauded,
while the military worker's accomplishment may be put down
as "all in the line of duty.' This collective spirit is
good, but when it serves to destroy individual pride and
recognition, steps need to be taken to reverse the trend.
Bachelor officers and enlisted men are not treated
equitably in pay and housing with their married co-workers
and are often subjected to more stringent protocol re-
quirements. A bachelor Captain in the Air Force recently

wrote a letter to the editor of the Air Force Times com-

plaining about disparities in housing requifements for
bachelors and married men. He states, in part, that one
of the strongest reasons for his decision to leave the
service was a desire to live in‘a manner comparable to
bachelors in the civilian worid. The college dormitory
type of living, he went on to say, is hardly suitable for
an adult ten years out of college. It is this‘individual’s
contention that as long as single men are forced to live
in bachelor quarters or face losihg their housing allow-
ance, they will be second class citizens in the service,
will look at their civilian counterparts with envy and
perhaps even Jjoin them.5 Other dissatisfactions, such as

pay differentials and the relative frequency of personnel

O"letters to the Editor," Air Force Times, XXVIII
(February 28, 1968), p. 14.




and quarters luspections, prompt many resignations,

The above factors certainly do not exhaust the rea-
sons military personnel have for leaving the service? but
do serve to illustrate some of the more common ones.

Some of these complaints will be alleviated with the
adoption of the Hubbell Plan or its equivalent. Housing
policies will no longer be arbitrary and pay will be for
work performed, father than for how many dependents a mem-
ber is supporting. These changes will serve to further
professionalize the services and make the military more
attractive as a career,

According to Barnard, non-material inducements are
much more important than material rewards in the develop-
ment of orgaﬁizations.6 Barnard also states that:

The non-economic inducements are as diffi-
cult to offer as others under many circumstances.
To establish conditions under which individual
pride of craft and of accomplishment can be se-
cured without destroying the material economy of
standardized production in cooperative opera-
tions 1s a problem in real efficiency. To main-
tain character of personnel that is an attrac-
tive condition of employment involves a delicate
art and much insight in the selection and rejec-
tion of personal services offered, whether the
standard of quality be high or low. ... It is
for this reason that good organizations -~ com-
mercial, governmental, military, academic and
others - will be observed to devote great
attention an% money to the non-economic
inducements.

The application of non-economic inducements requires

6Barnard9 D. 145.
7Ivid., p. 9.
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properly trained managers and leaders. These leaders will
need to stress prestige, opportunities for distinotion;
pride in workmanship, loyalty, sense of adequacy, patriot-
ism, and association.

Another important aspect of incentives i1s seen in the
situation in which an organization is not able to provide
the necessary inducements for cooperation by its members.
Barnard's treatise on persuasion exemplifiés the eventual
result. If an ofganization cannot provide adequate incen-
tives to insure the contributions of its contributors, it
will perish unless 1t can change the desires of the con-
tributors through persuasion. Persuasion is the forming
of coercive conditions, the rationalization of opportuni-
ties and the inculcation of motifres.8

Coercive conditions are negative incentives, such as
the threat of non-judicial disciplinary punishment or
trial by Courts Martial in the military. The rationaliza-
tion of opportunity pertains to immediate and short term
situations where it is convincingly pointed out that it is
to a person's ""best interests? that he perform certain
tasks or conform to Speéific regulation. The rationaliza~
tion of religiéus motives was the basis of the Crusades.
The rationalization of hate was the means of increasing
national solidarity in Hitler's Germany. The rationaliza-

tion of patriotism is a means of securing proficient

81vid., pp. 139-160.



bomber and tanker crews in the Strategic Air Command. The
form of persuasion that is most important is the long term
inculcation of motives. This is the deliberate education
of the young and the use of propaganda for adults, such as
results in a belief in the necessity for debt free, sound
financial stability in order to maintain the finest pro-
tective military force in the world.

The attitudes and methods of leadership used by pres-
ent officers in the middlé management area are probably
the most important single element in officer retention.

If the working atmosphere for the junior officer is con-
ducive to growth and rewarding experience, the entire mil-
tary benefits; while if the atmosphere is one that permits
little exploratidn, flexibility, or-resourcefulness on the
part of the Jjunior officer, he 1s wvery likely to leave the
military and look for more meaningful émployment in the
civilian world. As stated in the previous chapter, the
atmosphere is usually determined by the individusls in the
major -~ lieutenant colonel group.

According to Captain Butchart, the gquality which a
man most highly regards in himself is integrity. ‘'No man
can carry on in any job which he feels is destroying his

integrity.,"9 Butchart goes on to point out that, equal to

9Captain E. W. Butchart, 'The Real Problem,' ''The
John A. Lejeune Forum: Officer Retention,'" Marine Corps
Gazette (May 1967), p. 41,
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integrity to a man, is his selfmrespectolo Without self-
respect, an officer‘s effectiveness is greatly reduced. A
man gains professional self-respect only when he is re-
spected professionally. |

It is the opinion of Captain M. W. Allinder, Jr.,
that Congres and the Department of Defense are asking the
wrong questions of the wrong men concerning the problems
of personnel retention in the armed forces. A serious
effort must be made to determine the true set of values of
the men who are making the military their career so that
these values or needs may be recognized and satisfiedall
Monetary incentives are not the only answer for a person
who wants to get a feeling of deep satisfaction and accom-
plishmént out of his job. The opportunity for independent
thought and action, for esteem, prestige and worthwhile-
ness ‘are esgential in a professibnal system.

It is the managers' responsibility to improve the
attractiveness of service life for their men. These
leaders are especially able to help provide and maintain
the manpower the military needs to‘keep its strength and
effectiveness. It is up to congress to provide the basic

incentives for career motivation and to set the stage

101114,

llCaptain M, W. Allinder, Jr., 'A Wrong Approach,’
“"The John A, Lejeune Forum: Officer Retention," Marine
Corps Gazette (May, 1967), p. 46.
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concerning how management tools are to be implemented in

the use of existing manpower.



CHAPTER VI
SUMMARY

This thesis has attempted to present the concept that
there is little difference between successful managenment
techniques in American industry and in a professional mil-
itary system. The existing military organization, however,
has not yet attaiﬁed that degree of professionalism whereby
it can be referred to as a profession. As this thesis has
pointed out, the Ameriéan nilitary system may not be keep-
ing pace with the enlightened techniques that have influ-
enced American industry in the area of personnel
management. FPerhaps military leaders are not preparing
for the imminent <total professionalization of the serv-
ices or training future leaders to cope with a more dynam-
ic environment.

The differences between industrial and military
leadership lie mainly in the types of environments.

Purely military, seml-military or civilian environments
each play a significant role in determining the quality of
human relations between supervisors and workers, in deter-
mining the authority of leaders and in determining the
type of mission.

Human relations in a military environment is an

66
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important element bf successful leadership, just as it is
in a civilian environment. There exist high intensity
areas in the military leaderéhip—maﬁagement spectrum that
present greater problems to their proper management and
solutionvthan do these same areaé in industry. These
areas are: (1) Job Attitude and Morale, (2) Supervisor-
Employee Relationships, and (3) Retention.,

The concept of aqthority as coming up from the bottom
of the organization, or emitting from the subordinate as a
reflection of hié acceptance of an order, differs from the
time-honored precept that military authority, as well as
the industrial Counterpart, is vested in certain individ-
uals of high position. These officials do not have abso-
lute power over their underlings, but only as much as is
granted by the latter. The key to authority lies in the
dispensing of proper incentives. The threat of strong
negative incentives often prompts military personnel to
bow to the wishes of a tyrannical manager rather than to
stand up and fight for what they believe in. The military
incentive structure, as it exists today, is relatively
negative.

Cooperatidn is possible under a permigsive structure
of authority if cértain conditions are met; namely, that
care 1s taken to see that only acceptable orders are
issued and thét most of these orders fall into the recip-
ient's Zoné of indifference. |

The mission in the military is absolute, while in
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industry it is a compromise between the needs of manage-
ment and the needs of the workers, Often, in the military;
it is necessary that the needs of the worker be circum-
vented for short‘periods in order that success of mission
be guaranteed. This places an extra burden upon the
leader, for it 1s his Job to Justify this circumvention,

Military managers are often prevented from becoming
successful managers because they are not given the pre-
rogatives to dispense the proper incentives. This type of
situation has often been called reéponsibility without
authority.

The military group is a forced group. Under the pres-
ent structure,its members do not come together on the
basis of common ihterests and backgrounds. A totally
voluntary service designed to attract career motivated
contributors-would probably reduce the high attrition rate
and help to stabilize the environment.

The totally military environment does not exist for
more than very short periods of time, giving way then to.
either the semi-military or civilian environment. Mili-
tary managers are often trained to handle situations that
supposedly exist in a totally military environment. The
industrial or civilian influence is often neglected or
even ignored.

Proven military leaders of the past differed in psy-
chological makeup and in the degree to which they possessed

certain character traits thought to be essential for good
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leadership. These recoghized character traits have a
common denominator;‘that of dealing with a fixed or well
defined environment. This rote-memory type of leadership
omits three vital'féctors, These factors are flexibility,
open-mindedness, and non-resistance to change.

The greatest strides towardbavprofessional military
have been in the area of inducements to service. Pay and
housing have improved considerably over the past decade
and promotions have become more eguitable. The proposed
Hubbell Pay Plan would professionalize the pay system for
all military personnel. ©Separate, non-taxable items would
be incorporated into the total pay package and existing
pay disparities between bachelors and married men would be
eliminated. Military personﬁel would be paid on the same
basis as civilian government employees.

Perhaps further refinements to the military pay situ-
ation are also called for. A stratification of enlisted
pay grades to include proficiency pays; the increasing of
hazardous duty pay; fhe elimination of flight pay, as
such, for offiders; and the institution of an officer
hazardous duty pay on é fixed raﬁe basis would all serve
to make military service and compensation more eqguitable
anong individual members.

The end of the forced draft is possibly in sight.
Modifications of the draftvsystem are being proposed by
Senate Committee, interested congressmeng and lawmakers.

The problem of maintaining a large enough force to safely
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protect the country should be met through positive incen-
tives. 1In e'truly ideal military system, the desire to
serve one's country during times of relative peace would
be Just as great as during times of declared or undeclared
war. ‘The‘large‘technological base of operations required
by the military demands a state of constant readiness.
There would not beksufficient time to mobilize millions of
men on short notice;.therefore; d standing military must
be maintained et all times. vMany individuals either do
not see the need for this or refuse to recognize it. 1In a
staele, peacetime environment, the maintenance of military
forces is_an economiC-waete.v Like any other tool, it is
efficient enly,wheﬁ in actual use. America's strength
lies in her abiliﬁy to deter war as well as win declared
war. The preservation of a society founded on the prin—
ciples of individual freedom reqguires the presence of mil-
itary might to prevent a totalitarian state from running
rampant over her boﬁndariesu

With any new and challenging innovation there arise
problems which cannot be handled with existing tools.
Management techniques need constant updating in this com-
puter age. Leaders have a reeponsibility to their follow-
ers of keepingvabreasﬁ of change and continually evaluating
their own‘tool inventory to insure use of proper and
effective management methods. |

Military manpower needs more effective managementlin

the areas of job attitude and morale, supervisor-employee
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relationships and‘retentioh.

Job attitude aﬁd morale of the worker are of prime
importance iﬁ the totél plan of production. Military
members often have poor attitudes and morale due to a lack
of proper motivatidn, poor merit rating techniques, a
feeling of meaningiéssness in the organization and a sense
of inefficiency in their'¢wn unit organization. A system
of collective bargaining and arbitration would be benefi-
cial to a successful professional military service.,

Supervisor-employee relationships coﬁprise the most
important single element contributing to full production.
The informal organization plays an important role in the
lives of the workers. This informal organization should
be used to the benefit of managers,and workers by seeking
to éelect enlisted leaders that are compatible with the
informal group whénever possible., The section chief, who
correspondé to the foreman in industry, is the key man in
the military. He functions as a morale builder and human
felationsnexpert. He is' important because the responsi-
bility of fuli utilization of men ahd resources lies in
him. The function, importance and ékillful selection of
supevisors may dften be neglected to a greater or lesser
extent.  Management should clarify the importénce and |
function of the shop chief and present a listing of weak
links in the supervisory pfogramQ_ |

The junior officers of today are the middle and

upper management heads_of tomorrow, but bften their
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energy‘and enthusiasm is without adequate direction. I%
is the responeibility of the middle managers - the majors
and lieutenant colonels -~ to‘provide the needed motivation
and direction to theee youhg lieutenants.

Due to the basic structure of the military labor
force,'retention rates fall Shortbof‘thoSe experienced by
»industry. These rates are alarmingly higher even than the
military's advance estimations, due in part to poor man-
agement practices. A generaibdissatisfaction,withrpay is
a cause for.seme_men to leave the military serviceo Much
bmore Significant causes may be the inequality of treatment
between single and married servicemen, the disparity that
exists between the bachelor and his civilian counterpart in
the area of housing and the need for a workable system of
collective bargaining.

The individual is often neglected in favor of the
collective group in the present military situation., This
undoubtedly causes some men to .seek their necessary recog-
nition in the industrial environment. Non-material in-
ducements, such as prestige, opportunitiestrdistinction3
pride in workmanship, association, loyalty, patriotism,
and a éense of adequacy are much more important than mate-
rial rewards in the development ef organizatione, The key
to higher retention seems to iie‘in the professionaliza-
tion of the system and in the leaders who will manage this
professional eystem.

Nations, like individuals, develop unique
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personalities, The national personality of this country
is unified geographically and spiritually by what is vari-
ously called the American ''"Dream'', the American '"Tradition"
or the Américan"Way of Life'". As a nation, too, it has
managed to work out a series of more or less successful
adjustmentvmechanisms to bridge the gap between reality
and the dream. Objective self-appraisal is Just as diffi-
cult for a nation as for aﬁ>individua1, perhaps even more
so. In this complex, ihteracting_society; individuals can
become so deeply involved and depeﬁdent on things and
people around them_that they seldom are férced to'look at
themselves as a nation. Consequently, there is a natural
tendency for eachlindividual to believe that human nature
is the way he behaves‘and thaf others see things the way
thap Qgisees them. This, of course, 1s a formvof projec~
tioﬁ in which all individuals and nations indulge. ©People
tend to fail into the comfortable assumption that their
way of doing things is the only way and that anyone with
other ideas is to be pitied for his ignorance.

This same assumption holds true for social, political,

religious, or even military organizations.
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