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FOREWORD

Research by the Human Rescources Research Office in Work Unit NCO has
been directedloward assisting the Army in developing potential noncormmissioned
officers early in their military careers. The research described in this report
was the first phase of work under Work Sub-TUnit OO0 I, Field Evaluation of
Leadership Training Programs for Light Weapons Infantiry Trainees. This phase
invelved preliminary development of methods and materials for three alternative
leadership training systems, and preliminary assessment of training accomplish-
ments under experimental administrations of the programs.

& formal experiment 1o evaluate refined derivatives of these leadership
systems was conducted subsequently. A Technical Report on that research,
"Ewvaluation of Three Experimental Systems for Noncommissioned Officer Train-
ing," is in preparation.

The study was conducted by HumRRO Dhvision No, 3 {(RHecruit Training} at
Fort Ord and the Presidio of Monterey, California. Director of Reseach during
the study was Dr. Howard H. McFann

Military support for the study was provided by the U5, Army Training
Center Human Reszearch Unit. The Acting Military Chiel of the Unit at the time
the study was undertaken was CPT Henry L. Klim. The studywas completed while i
L.TC Luther B. Bexton was Military Chief of the Unit.

The research was supervised by Dr. PaulD. Hood. Dr. Morris Showel was
responsible [or development and accomplishment of training. Dr. John E. Taylor
was responsible for criterion development and assessment, assisted by
Dr. Edward C. Stewart. Mililary assistants in preparation for and conduct of i
the study were LTs Gardner, Heineman, and Mucelli; M5G Sidney Springer and
SGT Philip A. Matthews; SP 4 Flovd T. Flynn;, and PFC Philip K. Berger
Mrs. Jacklyn Bovd compiled data and prepared the summary report.

Publications covering the research performed in Work Sub-Units T and II
are cited in the text of this report. Previous NCO 1T publications are: Automa-
tion of a Portion of NCO Leadership Preparation Training, TE‘E‘thCP]HLpﬁ" t66-21,
by Morris showel, Elaine Taylor, and Paul D. Hood, December 18966, and Lmple-
mentation and Utilization of the Leader Preparation Program, Technical l
Roport 67 - 2 b", Paul D Huod I'n'larth 1967,

HumRRO research is conducted under Army Contract DA 44-188-ARO-2
and Army Project 2J0247014712 @1, Training, Motivation, Leadership Research.

Meredith P Crawford
[Mrector
Human Resources Hesearch Office
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SUMMARY AND CONCLUSIONS i

Military Problem

There has been o continuing need, of concern to the U.5, Ceontinental Army Command, for
develaping effective methods for selection and preliminary training of potential noncommissicned
officers as early as possible in their Army careers,

Research Problem

In earlier phases of Work Unit NCO, extensive exploratory work had been done toward
developing methods for identifying and training potential junior NCOs at an early point in their
Army service. The chiective of Work Sub-Unit NCO III was to develop and field test leadership
programs for this purpose. The first phases of this werk, described in this report, invelved
selecting alternative experimental training programs, defining training objectives for each pro-
grom, developing training materials and methods in support of these objectives, and developing
assessment devices to suppert training or evaluate training accemplishments.

Methods

The research objective was accomplished through the selection, development, and study
of three alternative leadership training systems and related assessment devices.

[1) A Recycle System selected potential trainee leaders during their first Advanced Indi-
vidual Training {AIT) cyele and retained them for training in junior leader positions through a
subsequent AIT cycle. This system was used with Light Weapons Infantzymaon troinees in one
AIT company, whe were selected on the basis of aptitude and of peer and superior ratings on
leadership potential,

The method of leadership instruction cembined a general approach by lecture-
conference and o more detoiled, practical, ond varied *situational” approoch to functional areas
of leadership, involving nine principles of leadership which had been developed in previous NCO
research. Technical training in this system was accomplished by having the trainee leaders
retake some of the AIT courses they had hod in their first AIT eycle, by providing previews or
reviews of other AIT material, and by odding special technical instruction oriented to squad
leaders. Proctical experience in technical areas waos provided the trainee leaders by assigning
them to instructor or assistant instructor jobs as appropriate, and whenever possible.

{2} An Integrated System selected and troined Light Weapons Infantryman junior leaders
during their first and only AIT cycle. This system was studied in two separate companies during
two different AIT eycles. In one company, the experimental trainee leaders were selected on the
basis of aptitude and of peer and superior ratings; in the other company, they were selected on
the basis of optitude and peer ratings only.

The some principles of leadership employed in the Recycle System were used in the
Integrated System with the emphasized situational approach being used for presentation of
leadership human relations training in lectures, group discussions, role playing, and films. In
order to create time in which to conduct technical leadership training, some technical classes
were compressed for the Integroted System trainee leaders by combining similar or repetitive
material, and by separating the trainee leaders from the rest of the company into small groups
tor accelerated instruction. In the subjects requiring the highest degree of proficiency, the
reqular AIT training was supplemented; the trainee leaders were also used os much as possible

in squod leader funciions ond os assistant instructors or demonstrators.
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i3] A Short Course System presented formal leadership troining in o separate, four-week
leader preparztion course [LPC) between BCT and AIT, the course graduates geing on to serve
in junior leader pesitions with on-the-job leadership training in their AIT cycle. Traoinee leaders
for this system were equally divided between two military occupotional specialties [MOSs)—
Light Weapons [nfantry aond Heavy Weapons Infantry-but were assigned by the Department of
the Army, precluding use of o selection scheme.

In the LPC, leadership as a formally imparted knowledge was de-emphasized The
small omount of clessroom instruction which was devoted to leadership developed the subject os
a psychosocial skill calling for interaction of the leader and his men in accomplishing any mis-
sivn, ond specitically in performing designated squad directing and squad maointaining functicns.
Proctical, supervised work providing feedback and critique of performance wos emphosized.
Although there was MOS-specitic training, moest field training was conducted on g combined-MOS
basis aimed at previding each MOS with seme appreciation of the value of both, Directly follow-
ing the LPC, the leader candidates were ossigned to leadership positions in ane AIT company,
where their leadership treining was continued under the direction of the Leadership Noncommis-
sicned Officer (LMCOQ)—the supervisor of leadership training—with conferences, handout meate-
rials, and practical work.

Critericn megsures developed in previcus research were used as g basis for development of
measures for the Hecycle System; those measures which then showed promise were further devel-
oped ond expanded for use in the Integrated System; revisions end composites of some of these
devices were used in the Short Course System, glong with various materials developed speeifi-
cally for that portion of the study.

Results
Recycle System

Written and performance iests of leadership and proficiency at the end of the recycle indi-
cated superior performunce of the experimental over the control group; however, there were
scheduling problems, resistance to the program on the part of some trainer personnel, and the
experimental troinee leaders were awaoy from their men for leadership training an excessive
amount of time.

Integrated System

In most coses, the experimental groups achieved higher meon scores on tests than did the
control groups, bu! these differences were almost entirely without statistical significance;
troiner resistance to the program continued; trainee leaders were oway irom their men too much
of the time; and the demands placed upon the experimental group with regard to abserbing and
utilizing lendership and technical training concurrently were extreme.

Short Course System

In cnly cne written test, and in tests of squad leader performance were significant results
ohtained through onolyses of covarionce; these results were in fovor of one or more of the test
groups of experiments! trainee leaders. Trainer resistonce to an imposed progrom was precluded
by the nature of the LPC, since the major responsibility for administration of the LFC and for
presentation of the formal lecdership troining wos assumed by the conventional military organi-
zation rather than by the research staff. Trainee leaders were not absented from their men in AIT,

vi
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Conclusions

Given an odequate selection scheme and competent supervision of training, the Short
Course System showed the most overall value and promise as a leadership training system. The
Reeyele System, olthough effective, wos so impractical in lerms of costs to the Army (especiolly
with regard te flow of personnel threugh the ATC) that it was ronked least desirable, The
Integrated System was intermediate in cost-galn terms.

As determined by levels of achievemenl, those trainee leaders possessing both o high
aptitude and a high peer rating of leadership potential were superior in performance; however,
observations indicated that motivation, initiative, and consistency of behavior might be better
than paper-and-pencil or technical proficiency tests as indicators of good or bad leaders.

It is considered critical that codre participants in subsequent studies be thoroughly
oriented and indoctrinated as to the noture and purposes of the leadership training program, in
order to ovoid the resistonce to change which can preve detrimental to the achievement of the
program ohjectives.

Supervisors of leadership training must also be selected with great care and thoroughly
trained for their responsibilities,
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THE PROBLEM

BACKGROUND OF THE STUDY

The general objeclive of Work Unit NOO was to improve the caliber of
noncommissioned officer performance by conductling research desipned to
establish curricula and techniques for developing NCOs as early as possible
in their Army careers. Toward this end, the research staff undertook a series
of studies designed to produce a leader preparation program, capable of meet-
ing both current and mobilization requirements, which would supply the Army
with a reservoir of potential leaders,

In background studies (1), the U5, Army’'s fraining system for enlisted
personnel and its methods for selecting and training NCOs was extensively
examined. A detailed job description of NCO leadership functions was prepared
on the basis of a comprehensive review of military and research literature
dealing with performance requirements for Combat Arms NCOs. Foundation
work was accomplished during this period for a provisional textbook which
later evolved into an official Army publication, USCONARC Phamphlet 350-24,
Guide for the Potential Noncommissioned Officer (2).

& longitudinal study was conducted (3) to examine feasible methods of
assessing performance and leadership potential Other studies were made
of methods for intreducing new content or medifying existing content relevant
to leadership preparation. Orientation processes and motivation technigues
were examined (4} with an eye toward creating interest in preparing for and
assuming leadership responsibilities. Possibilities for incorporating junior
NCO preparation into the regular training were explored, and a set of technical
and interpersonal skills for leadership preparation training appropriate to the
Advanced Individual Training (AIT) level was determined.

Work Sub-1Tnit NCO 111 was concerned with field evaluation of leadership
lraining programs. The [irst phase of this Sub-Unit, which is the topic of this
report, represented a natural continuation of the previous exploratory studies.
Several alternative systems for accomplishing leadership preparation training
within or adjoined to the context of AIT were considered; from these, three were
selected for examination in NCO 111,

OBJECTIVES OF THE STUDY

The speciiic goals of the developmental phase of NCO 111 were:

i1} To develop workable training materials and methods and necessary
assessment techniques and devices lo support or evaluate each svstem,

(2) To obtain general information regarding training and assessment
problems and opportunities peculiar to each system.

{3) To find solutions to operational problems anticipated in the sub-
sequent formal field evaluation of the systems {such as persconnel selection;
training scheduling, allocation of available time, arrangement of content to
mesh with the normal AIT lesson block scheduling: lopistic supporl; quality
control of iraining and assessment)
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APPROACH TO THE RESEARCH

ALTERNATIVE TRAINING SYSTEWS

The three systems chosen for lield study were designated Recycle System,
Integrated System, and Short Course System (see Figure 1}

Three Alternative Leadership Training Systems

Recycle System

Cycle: BCT &1T-1 AlT-2
Function: AT Training Leoder
ond Selection Training
Trainee Follower Fallower L eader
Role: or Leader

Integroted System

Cycle: BCT AIT-1
Function: Selectian AT Training

and L eader Training
Trainee Follower Leader
Role: ar Leoder

Short Course System

Cycle: BCT LPC AT
Function: Selectian Leader AlT Training and
Preparation Leader Training
Trainee Follower Leader _eader
Raole: or Leader Condidate
Figure 1

The Recycle System proposed to identify promising leadership candidates
during AIT and to retain these men to serve as squad leaders, guides, and
assistant platoon sergeants during a subseguent AIT cycle. Special leadership
training was to be given to the trainee leaders during the second cycle, and the
trainee leaders were to be utilized in a variety of situations where they could
practice functionally meaningful leadership skills,

The Integrated System proposed to accomplish special leadership prepara-
tiontraining by introducing modifications in the current eight-week AIT program
for the Light Weapons Infantryman. Separate training was to be given during
some phases of the cycle to irainees who had been assigned as acting leaders in
the company in order to provide a more concentrated presentation of material
of particular relevance for these leaders, Integrated throughout other phases
of the cycle were to be larger quantities of practical leadership work in contexts
where the leader would be training with the remainder of the men in his unit.

The Short Course Bystem involved the introduction of a separate, [our-week
Leader Preparation Course (LPCYimmediately priorto AT'T. During this course,
promising candidates, who were to be selected during BCT, were to be taught
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principles and technigques of leadership along with some technical preparation
for ATT. All of the work was designed io prepare the man to serve effectively
and to take full advantage of his subsequent AIT experience. Upon successful
completion of this course, the traines was 10 be placed in a leadership position
during AIT and further trained in the application of the leadership skills and
techniques which he had learned in the four-week LPC, This system represented
something of a compromise between the Recyele and Integrated Systems,

All three systems stressed practical application of both technical and inter-
personal skills and knowledges which were appropriate for the squad leader level
of leadership and which were reasonably applicable to the advanced individual
level of training. All three systems assumed that some portion of the training
would take place within the context of the normal iraining program, and that
leadership training would be supervised by one or more company cadre
specially trained to perform required leadership supervision functions,

The systems differed primarily in the amount of time devoled to achieving
the leadership training and in ithe amount of specific training the candidate would
have received prior 1o assuming a functional leadership role.

FOPULATION

The subject population under direct study throughout was the "potential
infantry squad leader," identifiable in an Army Training Center and available
for leadership preparation training in, or just prior te, AIT. All leadership
training candidates were chosen from the Light Weapons Infantryman (LWI)
MOS for both the Recycele and the Integrated Systems. For the Short Course
System, leadership training candidates from the LWI and the Heavy Weapons
Infantryman (HW1) MOSs were included,

SELECTION FACTORS

A study of the kinds of assessmenl measures available for Army personnel
at the AIT level (3, 5) had indicated thatl three factors (aptitude, superiors®
evaluations, and peers” evaluations) were sufficient 10 account for major sources
of variation in the effecls of selection of trainees in a leader preparation train-
ing prograrn.

Aptitude was defined as the Army Combat Aptitude Area Score for infantry
{the "IN" score).' Superiors' evaluations were provided by company cadre in
rank-ratings of squad leader potential, with scoring accomplished by use of a
seven-point Squad Leader Aptitude Rating Scale, derived from the Combat
Aptitude Scale developed by the U.5. Army Behavioral Science Research Labora-
tory. Peers' evalualions were provided by using the same seven-point rating
scale to derive an average rating for each man as indicated by raters in his
own squad. This raling scale may be found in Appendix A. The means of the
ratings are in Appendix Table A-1.

Due Lo an administrative error, the subjects for the Short Course System
were assigned by name by the Department of the Army, which precluded use of
these selection factors in that portion of the study.

"The TN score is a combination of two scores Trom the Aemy Classification Balery: the Arithmetic
Reasaning (ARY score and the Classification Toventory (CI score, with the C1 doubly weighted. The double
weighting was a result of 1the superior combhut {Karea) validity of the C1 personulity test materinls (6). The
AR represents one hall of the General Technical Aptitude Area score {referred to as GT); previous rescarch
had shown o moderately high correlation between 1N and G,

._
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Although selection procedures were originally intended to be uniform over
the three systems, the researchers encountered a number of difficulties in
attempling io impose these procedures on an operational BCT aclivity., As will
be noted in later sections of the report, several wvariations from the original
selection scheme were unavoidable,

On each ol the three selection variables, men considered for selection as
trainee leaders werve in the "high" catepory or the "middle” category; no low
or marginal personnel were included in the study. In desipnating the proups,
the high category on each selection factor was indicated by a capital letter, and
ithe middle category by a lower case letler. For example, ApS would designate
the selection groupin which the irainees have high aptitude, a middle peer rating,
and a high superiors' rating,

Since in an AIT company there are only 20 squad leader positions to which
itrainee leaders could be assipned for experimental work, insofar as possible
trainees were selected only from selection groups containing two or more high
categories. That is, men in the groups which contained two or more middle
categories {i.e., Aps, ap5, aPs, and aps) were rejected. The selection groups
generally considered, therefore, were APS, ApS, APs, and aP5. The range that
each catepory covers on each variable for each system is shown in Appendix
Table A-2

SAMPLING AND TRAINEE LEADER ASSIGNMENT

Recyele System

Twenty-nine LWI trainees were selected [or the Recycle System from a
U.5. Conlinental Army Command (USCONARC) allocation which completed AIT
training in June 1959, The top 25% of the original AIT company distribution on
each selection variable was desipnated as the high category for this group, and
the next 25% as the middle category. These men were recycled into an AIT
company at Fort Ord, California.

Rosters were prepared according to selection groups. One man from each
of the four leader-type rosters (APs, ApS, aPS5, APS) was randomly assigned
to lead each of the four sguads in each of the five platoons. From the remaining
names, one man was randomly selected from each roster (two were assigned
irem the APS roster) and these men were assipned, one to each platoon, to
gserve ag platoon guide. (The platoon guide was an assistant to the trainee platoon
sergeant and was comparable in status to the squad leader but was outside the
chain of command, and was used in the event a replacement squad leader or
platoon sergeant was needed.) Trainee platoon sergeants were also selected,
and, to provide the best men possible, were chosen from the APS roster,

Because of a subsequent company reorganization, the four LWI sguads from
the fifth selected platoon were randomly assigned to the remaining platoons,
creating four LWI platoons of five squads each,

Integrated System

Selection of leader trainees in the Integrated System proved more compli-
cated, Two experimental runs were involved, one in each of two separate AIT
companies at Forl Ord, whose training covered the period from Qctober 195%
to January 1960, One of these companies was the typical split-MOS company
consisting of four platloons, two coch of LWI1 and HWI, the other company was
atypical inthat it was compesed of five platoons made up entirely of LWI trainees,
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For selection of leader candidates in the split-MOS company, superiors’
ratings were provided by the BCT cadre and peer ratings were provided on
arrival in AIT by men who had been with the ratee during BCT. The high cate
gory comprised the top 30% of the distribution and the middle category comprised
the next 20%,

To maximize the number ol positions available for trainee leaders, the two
LWI platoons under study were broken doewn into two sections of three squads
gach (W=16—12 trainee squad leadersand four trainee section sergeants}. There
were no trainee plaloon sergeants, but one section sergeant in each platoon was
designated as "senior" and led when the two sections acted as a platoon. Trainee
gection sergeants were selected Irom the APS group and trainee sguad leaders
from the ApS5, APs, and aP5 groups.

The all-1L.W]1 company was formed into five platoons of four sguads each
(W=25—201rainee squad leaders and live trainee platoon sergeants). A major
proportion of the men in the colnpany came from training centers other than
Fort Ord, so it was nol possible 1o obtain superiors’ ratings on all of the men
without great delay. Consequently, leaders were selected on the basis of
aptitude and peer ratings only, inte groups of Ap, AP, aP, and ap. The high
calegory comprised the top 20%. To create a greater distribution between the
factorial levels, men in the nexi 10% were omitted, and the next 20% comprised
the middle category.

Short Course S'J'_g.tc!r_r_'_l

A5 has been noted, selection of subjectis for the Short Course System was
precluded hecause of an administrative error. Of the 40 assigned subjects
(20 in each MOS), the majority were from Forl Ord and it was possible to obtain
APS rating data for them quite readily. Reference to previous findings (5)
indicated that the men were nol unrepresentative of the iypical infaniry cross
section for AIT input. However, comparison of their aptitude and rating scores
with those of trainee leaders in the Recyele and Integrated tryouts showed this
sample to be sipnificantly inferior on both dimensions

Because purely random assignment of the 40 men to squads on anMOS basis
during the four-week leadership preparation course (LPC)could have introduced
gross differences between squads in General Technical (GT) Aptitude Area level,
the trainee leaders were firstpaired into groups of four on GT and then randomly
assigned to the four LPC squads.

GT CONTROL PROCEDURE DURING ALT

Because some of the training and assessment devices were dependent upon
followers' performances, it seemed desirable to exercise a measure ol control
over differences in overall level and heterogeneity of AIT squad composition,
The GT score had been found to be related to almost every measure of leadership
evaluation {5), and was selecled for use as the control measure in each of the
three training svstems.

In the Recycle System, the AIT squads were eguated within the platoons by
ordering the company roster on GT, stratifying the ordered listinto groups equal
in numhber to the number of squads in the company and randomly assigning one
man rom each GT stratum Lo each sguad.

Some changes from the original plan for stratifying and randomly selecting
onthe basis of GT were necessary in squad assignment for the Integrated System
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because of a "carrier company” concept,' which was being utilized by the Army
at thetime. Aen without enlistment commitments were stratified into four groups
on the bagisof GT and then formedinto carrvier groups by selecting one man from
each of the four strata and adjusting proups lor "buddy" choice on a irial basis
until a compatibility was indicated. Two carrier groups which were relatively
homogeneous on GT were then randomly assigned to each squad

Followers in the AIT phase of the Short CourseSystem were roughly equated
for GT in their assignment to squads, after their assignment to carrier groups.

TREATMENT

The leader training program, which constituted the primarytreatment in each
system, was based on two premises regarding content; {a) the hurman relations |
training must teach the attitudes, knowledges, and skills which contribute to [
effective interpersonal relations; and {b) technical training must impart knowl -
edges and skills which make a technically competent leader. For the sake of
continuity, each of these two peneral content areas will be dealt with separately i
for the Recycle and Integrated Systems, followed by the presentation of perform-
ance standards and training objectives which then evolved for the Short Course
Svstermn. Details of time allotment and scheduling adjustments for the Recvele
and Integrated Systems are presented in Appendix B, An outline of the Program -
of Instructionand descriptions of various aspects of the Short Course System are
contained in Appendix C.

All leadership training was supervised by a specially selected noncommis-
sioned officer, referred to as the Leadership NCO [(LNCO). For the Recvcle
and Integrated Systems, the LNCO was a man who was familiar with the research
project and had been utilized in earlier pilot studies. Two other LNCOs were
used during the Short Course System,

Human Relations Training: Recycle and Integrated Systems

The Recycle System used a combination of a general and a situational i
approach to functional areas of leadership. The general approach involved nine
principles of leadership which had been developed during previous Work Unit |
research (2): Define the Situation, Motivate Your Men, Supervise Your Men, Be
Considerate, Handle Disruptive Influence, Act Like a Leader, Gel Information, ;
Use and Support Subordinates, Be a Good Subordinate. The situational approach
was presentied through a staff-developed textbook (the Guide [or the Potential
Noncommissioned Officer). The combination of these approaches created a
Z26-hour block of instruction which presented the principles in general by lecture-
conference and then provided more detailed, varied, and practical situational
treatment in the application of each principle.

These same nine general [unctional areas of training were also used in the
Integrated System, however, the situational approach was emphasized, and all
classes were based on malerial contained in the Guide. Technigues of instruction
included lecture, group discussion, role playing, and films. The time available .
for the block of instruclion was somewhat limited and was partly dependent upon |
success of the "course compression” and accelerated class efforts and the |

"By Army requirement, four-man carrier groups were fommed on the basis of calistment commilments,
ability, groop integrity and buddy prefercnces indicated ut the some 1ime the peer rating wos made. The
carrier groups were usually Tormed Tirst with the relatively small number of men who hod enlistment com-
mitments. an attempt being made to observe “buddy™ choices and equal distribution with regard 1o GT.
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availability of time independent of repular AIT training. This block of instruction
comprizsed 28 hours of the split-MOS company schedule and, following revisions
judged to be advantageous during that run, 26% hours of the all-LWI company
schedule, All schedules Jor leadership human relations classes were prepared
in coordination with regular training schedules in an attempt to relate specific
situational content of the leadership classes to the repular AIT training context
{see Appendix 13),

Technical Training: Recycle and Integrated Systems

The schedule of technical training for Recycle Sysiem experimental subjects
was adjusted in order o reach the training objectives by

{1) Hequiring the irainee leader to relake some AIT courses
as a refresher.

{2y Giving the trainee leader practical experience in technical areas
by assigning him the job of instructor or assistant instructor,

(3) Providing previews or reviews of other AIT material.

(4) Giving special technical instruction oriented to the squad leader in
some technical subjects not covered or covered inadequately in AIT. Owverall,
the total technical time added to the regular cycle was eight hours.

The Integrated System attempted to compress or otherwise modify certain
portions of the conventional AIT training blocks in order to create time in which
to conduct leadership training. Throughout the Integrated System the trainee
leaders were alse used as much as possible in actual squad leader functions and
as assistant instructors or demonstrators. Advance sheets,' preview-review
sessions, and the separation of trainee leaders from the rest of the company
into small groups facilitated the acceleration of training. Compression of some
courses for the trainee leaders was accomplished by combining similar or
repetitive material. Additional instruction was given to the trainee leaders in
the subjects requiring the highest degree of proficiency. Overall, totals of 9%
hours in the all-LWI company and 18%: hours in the split-MOS company were
added to the regular cycles.®

Performance Standards: Short Course

Aflter review of development and progress during the Recycle System and
Integrated System work, the general conclusion was reached that either of the
experimental training systems could be more effective than the existing methods
of selecting and using trainee leaders in AIT. However, it was also evident that
more precise lechnigues were needed [or breaking leadership into separately
measurable functions and for comparing alternative input and training methods
effects. Following a moderately rigorous Leadership Task Function Analysis,
a provisional set of leadership funcltions was chosen as a standard for use in
the Short Course (see Appendix C).

A sel of tasks then had to be defined in which a sguad leader should be
proficient and which would be representative of those tasks he would probably
encounter —either in AIT, or subsequently in a TOE unit. Combat and lield
training requirements were then considered in terms of what would, or should,
be required of a potential leader trainee at the termination of AIT. A set of

“Advance sheets were experimentally prepared “briefings™ on the subjects to be studicd in subse-

quent ¢lasses,
“This time dillerential was due ta the lact that the all-l Wl company did not schedule o pine-howr
Automatic Hifle hlock of instruction.
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tasks was then selected as being reasonably representative and adeguate for the
immedizte needs of the Short Course portion of this study (see Appendix C).

To provide an indication of training need, estimates were made for each
eross-classification of function by task of the peneral level and distribution of
performarce that could be anticipated for the leader candidate after BCT, during
the four-week LPC, at the end of the AIT phase of the system, and at the time
a trainee leader would be required to assume control of a repular squad. These
comprehensive estimates pointed up areas where deficiencies seemed greatest
hetween trainee capability and sel standards ol perfermance that might he
encountered later, and in terma of the freguency-criticality of the function to
successiul task performance.

Training Objectives: Short Course

Further comparisons were made between leadership function training needs [
and training vapability; that is, how much training (how long and costly and by :
what methods) would be reguired to meet a specific leadership functlion need ?
At this point it was possible to state explicitly a set of training cohjectives for
the four-week LPC which, if met, would enable the leader candidate to enter the
AIT phase of the system with the self-confidence and chjective ability to meet
the reguirements made of him there,

These training objectives were:

i1y To provide the leader candidate with an AIT orientation.
ia) What does AIT look like ?
{b)y What is the acting squad leader called on to do 7

{2) To familiarize the leader candidate with selected AIT subjects
(a) Weapons
{b) Tactics g
ic)y General subjects (including MOI-DD and AMOL-PT) [

{3} To provide the leader candidate with simple leadership skills and ‘
knowledges through training and practice.
{ay Carrison (company support)
{by TIield

i1y To provide the leader candidate with sufficiently high standards of
behavior and appearance to meet AIT cadre expectations and provide
an acceptable "model” for his followers.

(5) Todevelop simple peneral interpersonal and supervisory skills in
the leader candidate,

{6) To provide the leader candidate with opportunities to "learn how to
learn” and how to use the resources available to him in order o learn. .

Although all aspects of leader regquirements tend to occur simultanecusly in i
the typical task context, the priority and sequence oftraining elforts were directed
first toward the fundamental aspects of the technical proficiency areas in order [
to provide abasis for more complex instructional and supervisory situations that
would be encountered later. Next in sequence came leadership technigues, lol-
lowed by the complex of human relations training (invelving motivational and
interpersonal skillsy Teaching skills associated with technical materials came
last in the order of emphasis.

CRITERION DEVELOPMENT

Training methods in the study and theiy sEsesament mensures were bheing
developed and examined simulianeously, so fhat in many instancés results were
less informative than would be desired. There was alwavs the gquestion whether
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the results—or, more often, the lack of significant results —were a function of
the training methods, or of the measuring instruments.

The long-range interest was in developing comprehensive leadership per-
forrmance tests to be used as crileria for measuring the post-training effective-
ness of leadership training methods. The short-range interest was in developing
small-scale intermediate tesis to assess provisional techniques and methods,
assess in-training progress, provide feedback, and serve as motivating devices
during training.

Measures developed during previous work (7, B) were used as the basis for
development of assessment criteria for the Hecycle System study. Those
measures which showed promise were further developed and expanded for use
in the Integrated System, where particular attention was also given to evaluation
of course compression methods to determine whether critical follower knowl-
edges and skills had been slighted in reducing the AIT program o accommeodate
additional leadership iraining. Revisions and composites of some of these
devices were used in the Short Course System, along with various materials
developed specifically for that portion of this study. Throughout the course
of the research, some measures reached a satisfactory degree of refinement
and were dropped from further experimentation to make room for development
of additicnal devices. An overall view of the devices used in the three systems
is presented in Figure 2,

Paper-and-pencil tests were used to gain information regarding technical
and leadership knowledpe; performance tests were used to gain information
regarding technical and leadership skills. Each of the assessment measures
was designed 1o provide information about within-group and between-group
training effects. Information about within-group selection effects was also
sought, particularly in the Recyele Systern. Adminisiration of the tests is
described in Appendices E and F.

In handling the data, the size of the sample and the estimated magnitude of
instrument precision were the prime considerations in determining whether
analyses beyond the simple calculation of means would be run. Statistical tests
were almost always low in power. Scores are not given in the body of this report
because of the developmental nature of the training methods and the criterion
devices and the varying circumstances under which the devices were administered,
Instead, tables of results are included in Appendices E and F.

COMPARISON OF SYSTEMS
RECYCLE SYSTEM

Administirative Findings

A major source of difficulty in maintaining an ideal leadership iraining
environment was an understandable resistance by the company cadre lo organi-
zational changes accompanying the experimental program. The cadre were in
a positionto limit privileges which had been promisedto the experimental irainee
leaders. They often would not—or could not—let the irainee leaders lead and
assume responsibilities, and sometimes made the {rainee leaders feel that they
were not respected, Other plamned-for rewards were not forthcoming because
of operational or admihistrative difficulties. The trainee leaders complained
about the fact that they couldn't carry oul threats or promises made to their
men. Although the trainee leaders did not mind being recycled, they did not
like the repetition of class training, since they felt that this was inconsistent
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Criterion Devices Used in the Three Training Systems

L Recycle System Integrated System Short Caurse System

Poper-and.-Pencil Tests

100-1tem True-False
Test of Leadership
K rewel eﬂye

. F0-1tem True-False
Test of Leadership Knowledge

— e Written Tests af Technical Preticienc
¥

Yy

—g————————— Peer ond Superior Ratings and Rankings

Sguad Leader Activity
Questionnoire

Trainee Attitude
Questionnaire

Squad Member's
Questionnaire

Bud:]y 5}(.‘-1&“1

Checklist
FPerdarmance Tests
4-5tatian Individual Observations 11-Statian
Perfarmance Test "County Fair"
Extended Field Observetians “tankil ler”
Exercise Practical Excreise
5-Station Field 4-Station Field Lecdership
Leadership Test Leadership Test Fertormance
Battery Battery Battery
End-u{-c:,-cle Test
(Madified Expert i End-of-Cycle
Infantryman Badge Graded Proficiency Test
Test:
tuddle-todel
Figure 2

with their status and they feared their inadequacies would be revealed to their
followers; some were simply reluctant to do boring or difficult work.

Because of the added leadership human relations instruction and the necessary
testing procedures for research purposes, the trainee leaders were away from
their men a good deal of the time, leaving the team leaders responsible for the
sguads. This, of course, was felt to be an undesirable situation, as was the dif-
ficulty in maintaining squad integrity in work details and tactical training,

The LNCO supervisor of training in the Recycle System was a specially
selected senior NCO who was thoroughly familiar with the intent of the training
and with the nature of the role and successfully carried cut his functions.

Criterion Data

Peer and superiors’ ratings of the trainee leaders were collected at the end
of the recycle and were found to be consistent with the original AIT company
ratings. A more detailed discussion of selection effects is presented in
Appendix A,

12
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As measured by a wrilten test of leadership knowledge al the end of the
recycle, the experimental irainee leaders were found to have a significantly
greater knowledge of leadership principles than the control leaders (see
Appendixz F)., In written tests of technical proficiency, it was lound that per-
lormance incerements of the experimental over the control proup were related
to the amount of training supplement provided to the experimental group (see
Appendix EJ.

A set of miniature leadership performance situations was used to measure
the performance levelof the trainee leaders in the typical squad leader Munctions
of briefing, supervising-instructing, orienting, and counseling, This test (hriefly
described in Appendix F) was administered after the trainee leaders had had
most of their formal leadership instruction and again at the end of the cycle;
there wasno comparison group onthis measure. Group mean differences between
administrations were slight and, due to scorer differences, it was fell that this
test, as administered, was not sensitive to changes in performance.

Trainee leader performance in a series of tactical problems was measured
by a field exercise {see Appendix ') administered at the end of the recycle. The
squads onthese exercises were composed entirely of experimentaltraines leaders
who were rotated inleader-lfollower roles. Although no conclusions were reached
regarding training or practice effecis, two of the problems were found to effectively
separate the scores of recognizably poor leaders from the scores of the rest of
the leaders.

An additiconal battery (see Appendix 1"} of squad tactical problems—the Field
Leadership Test Battery—was administered at the end of the recycle, In this
battery, trainee squadleaders led their own sguads through five subtesis. Sguads
from another AIT company were used as the control group, and a comparison
group, composed of the closest available approximation to experienced, integral
sguads that might be found in a TOE unit, was employed. Analysis of variance
indicated that performance of the Recycle System squads did not differ signifi-
cantly from the experienced comparison sguads, but thal both the experimental
squads and the comparison squads were significantly superior to the AIT control
sguads. Threeof the subtests differentiated between trained leaders and untrained
leaders. Failure of the other two subtests to achieve this differentiation was
attributed {o the fact that they were more highly structured and did not permit
a wide range of freedom of decision and action on the part of the sguad leader.

An informal comparison was made between end-of-cyele proficiency test
scores achieved Ly the trainee leaders in relation to the test scores of other
groups. Allowances were made for variation in company test preparation prac-
tices and minor changes in test format and administrative conditions. The pro-
cedure for selecting the Reeyele System trainee leaders picked individuals who
were only slightly above the Fort Ord average in their initial AIT proficiency
test. However, comparison of test means (presented in Appendix I} indicated
thatl their performance was considerably improved after a second time through
AIT, and an effect of the Recyele System training was to substantially raise fol-
lowers' scores above the Fort Ord average,

INTEGRATED S5YS5TEM

Eventhough an orientation sessionwas held to acquaint the Integrated System
company cadre with the nature ol the program and their roles in it, cadre attifude
toward the trainee leaders was a continuing problem. The cadre in both of the
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companies were given some of the responsibility for the leadership training of
the experimental trainee leaders—partly to involve them more in the experi-
mental program, and partly to relieve some of the burden which had been placed
on the LNCO; this effort proved unsuccessful. As in the Recyele System, fulfill-
ment of promised special privileges was a problem and the trainee leaders were
generally not able to carry out either threats or promises made to their men.
Some of the trainee leaders were not happy at having been selected for the pro-
gram, and one asked to be relieved,

It was the leeling of the research staff that the trainee leaders were given
entirely ico heavy a work load and too much responsibility in the Integrated
System, since they had o learn leadership techniques in addition to the required
AIT technical subject matter and were also responsible for the supervision of
itheir men. While the trainee leaders had some of the responsibilities of com-
pany cadre, they had none of the rewards and had neither comparable experience
nor adeguate organizational support to back them upin dealing withtheir followers.

Criterion Data

For experimental irainee leaders in bothcompanies of the Integrated System,
post-cycle peer and LNCO ratings were not significantly different from ratings
made early in cycle (see Appendix A). The AP proup was significantly higher
than any of the other leader-type groups on end-of-cycle LNCO ratings. Con-
sidering leader-type groups in relation to performance, results of tests of
technical performance in both companies repeated the Recycle System findings
of high ranking for the groups containing men with both a high aptitude score
and a high peer rating, Written measures of technical proficiency ranked the
ApS group high andthe aPS group lowin the split-MOS company, and the ap group
low in the all-LWI company. Rankings of the other leader-type groups on these
written measures were not consistent.

The post-cycle written test of leadership knowledge indicated that formal
leadership training had slightly increased the scores of the experimental trainee
leaders over those of the control leaders {see Appendix E}.

Post-cycle written tests of technical proficiency were administered to
experimental and contrel leaders in six subject areas. Training for the experi-
mental leaders in five of these subjects had been presented by compressed,
accelerated, or special classes. In the one subject in which the experimental
trainee leaders had been taught by conventional training methods, they achieved
slightly higher mean scores than the control group., Mean comparisons in the
other five subjects indicated that the experimental leaders performed significantly
better than the control leaders in one subject, slightly better in three subjects,
and slightly worse in two subjecis (see Appendix E).

Observations of experimental squad leader performance, which were con-
ducted by the research staff, indicated that motivation, initiative, and consistency
of behavior might be better indicatora of good or bad leaders than were paper-
and-pencil or technical profliciency tests, Observations also indicated that some
structured situations normally found in Army AIT training (e.g., briefing a
squad prior to a patrolling exercise) were promising sources of determining
leader-follower interaction patterns (see Appendix F).

A revised version of the Field Leadership Test Battery (see Appendix F)
was administered to some of the experimental squads and to some of the control
squads early in the Inlegrated System and again later in the cyele, The remain-
ing experimental and control sguads received the test only once at the end of
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cycle. Comparisons of mean scores indicated that, on the early-in-cycle admin-
istration, the control sguads performed better than the experimental squads, but
that the same experimental squads then performed better than the same control
squads on the end-of-cycle administration. In addition, the experimental squads
which look the test once at the end of the cycle also performed better than these
control squads had on their second time through the battery, Since all control
squads reached approximately the same level of achievement on first exposure
to the battery, a definite experimental training effect was indicated. One station
dealing with firsi aid, produced the same effectit had shownin the Recyele System —
that of a reasonably reliable measure of discrimination among levels of training.

Because of a change in the type of end-of-cycle proficiency test being
administered by the Army Training Center during the Integrated System, no
attempt was made to examine end-of-cycle proficiency data for the experimental
trainee leaders in the split-MOS company. Instead, a special study was under-
taken in the all-LWI company, in which two platoons of the company received an
experimental method {(developed in Work Unit NCO) of preparation for the end-
of-eyele proficiency test, two other platoons in the company received the con-
ventional company preparation for the test, and the remaining plateon did not
receive any preparation for the test.

Based on a comparison of subsequent test scores (see Appendix Table F-4}, it
was found that the experimental preparation was not successliul —thetrainee leaders
were not proficientin methods of instruction, did not have a sufficiently highdegree
of technical competence, and were unahble to properly use and budget the available
iime and resources [or remedial training of their lollowers. In short, they could
not compete with the experience and Army know-how of the company cadre,

SHORT COURSE SYSTEM

Adminigirative Findings

The Short Course System placed the trainee leaders in two distinct environ-
ments. One environment was characterized by the school atmosphere of the
four-week Leader PreparationCourse and was unique to theShort Course System.
By special arrangement, the LPC was conducted at the NCO Academy, with the
faculty of the Academy conducting all of the formal classroom instruction. An
effort was made to introduce and enforce standards of performance which were
conducive to acceptance of the trainee leaders by the AIT company cadre, and
the entire environment was designed to condition the trainee leaders for sub-
sequent AIT company leader requirements. Conduct of the LPC in this separate
facility precluded reccourrence of the environmental problems encountered in
the Recycle Sysiem and the Inteprated System; the inherent benefits of achieve-
ment and the development of self-assurance and confidence while participating
in difficull training were emphasired over other benefits,

Directly following the LPC, the leader candidates were assignedto leadership
positions in one AIT company. In this second iraining environment, the AIT
company was responsible for providing real opportunities for leadership develop-
ment in addition to its basic mission of training men to the Army Training Pro-
gram reguirements. Once again, the company cadre were found to be unable or
unwilling to uphold the standards of leadership instruction necessary for the
success of innovations or experimental conditions. This situation re-ernphasized
the necessity for more extensive orientation of future cadre participants to the
nature and goals of the leadership training program. In the AIT phase of the
Short Course System, no attempt was made to offer special privileges to the
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itrainee leaders; however, less stimulation was needed since the trainee leaders
were involved in practicing leadership techniques rather than in the double task
of learning and practicing such techniques in AlT.

The position of LNCO in the Short Course System was filled by assignment
from the cadre rather than by the LNCO with NCO Work Unit cx[.urrjc-rm'ea.'a.f}m
had served in the Recycle and Integrated Systems, Although the position had
been relieved of administrative and logistic responsibilitics, this arrangement
did not prove to be effective. Since such great reliance was placed upon this
one key role in the leadership training systems, it was evident that careful
selection and training for thal role would he critical.

Criterion Data

Peer ratings were significantly lower at the end of the eighth week of the
AIT cycle than they were prior to the fourth week of the LPC; lollower ratings
also look a significant drop between the fourth and eighth week of AIT, altho ugh
they were significantly higher than peer or superior ratings at the end of eycle,

On an 11-station performance battery administered at the end of the AIT cycle,

follower ratings were significantly in favor of the LWI experimental trainee
leaders on five of the subtesis and significantly in favor of the HWI experimental
trainee leaders on six of the subtests (see Appendix A).

A written test administered at the end of the AIT cyele indicated that leader-
ship knowledge of the Short Course System experimental trainee leaders was
not as high as that of the control group; however, analysis of covariance fequat -
ing for GT) yielded no significant differences (see Appendix E}. In written tests
of technical proficiency, three of the four GT-MOS classified test groups of |
experimental trainee leaders performed significantly better than the control
group in one of seven subjecis covered., No significant differences were detected
in analyses of the other six subjects (see Appendix E). [

The results of the posi-AIT cycle test of individual leadership performance
were inconclusive, partly because of the relatively undeveloped state of the sub-
tests at that time, and partly because of what was felt to be ineffective adminis-
tration of the subtests. The Leadership Performance Baltery vielded consistently
higher mean scores in all three subtests for the experimental trainee leaders
inboth MOSs; for the LWlsinthe differences between experimentals and controls
in two of the three tests were statistically significant. Follower ratings col-
lected in conjunction with the administration of this batlery raled the experimental
trainee leaders moderalely high on the scale; there were no comparison data
{see Appendix F).

Analyses of covariance {(adjusting for GT} on end-of -cycle Graded Proficiency
Testdata for experimental and control leaders and their followers yielded several
sipgnificant results; however, considered over all subtests, neither group appeared
to be consistently superior in performance {see Appendix F},

One of the special studies conducted during the Short Course System
represented an attempt to increase the trainee leader's ability to evaluate his
own performance through feedback provided by a buddy-observer (see Appendix G},
This buddy system was used in the LPC and in AIT by the experimental trainee
leaders. It proved unsatisfactory, because of inabilitvy to assign appropriate
Buddy pairs and lack of time in which the trainee leaders could complete the
job checklists which were provided as a measure for evaluating the buddy svs-
tem technigue,

Another special study, the "Muddling-Modeling® special training effects
study conducted during the LPC (see Appendix G}, also proved inconclusive as
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a measure of the eflfects on trainee leader performance of two methods of initial
exposure to a tactical problem,

Motivation of the trainee leaders was low during the four-week LPC and
became lower during AIT. Although they had been briefed at the beginning of
the LPC, they had not, apparently, gained from this briefing what was to them
vital information—that is, how long they would be in the experimental program,
where they would go from there, and what was expected of them. Tn addition, the
subjecis had not had any choice in whether or not they would be experimental
trainee leaders, and this situation was not enhanced by the fact that the followers
in AIT resented the special siatus of the trainee leaders.

Tomeasure more adeguately the attitudes of the Short Course System trainees
leaders and their followers, a Trainee Attitude Questionnaire was administered
at the end of the AIT cyele. Comparison of experimental and control gproup means
isee Appendix Table G-1) indicated that the experimental trainee leaders had a
slightly more favorable attitude towards the Army, but no atatistically significant
differences were uncovered in either an ilem or category analysis. A Sguad
MMember's Questicnnaire was also administered to determine attitudes toward
the squad and the squad leader. Because of the similarity of experimental and
control group mean scores on this measure no further analyses were run.

Although several additional guestionnaires were developed and used in the
Short Course System, no conclusions could be drawn from results obtained by
these measures at that time. These instruments are briefly described in
Appendix G,

CONCLUSIONS

In viewing the three alternative leader iraining systems, conclusions regard-
ing their relative merits appear obvious. It is evident, of course, that the use
of the selection scheme in the Recycle Systemand the Integrated System provided
leader candidates with higher aptitude and higher leadership potential {as rated
by peersand superiors) than did the nonselective assignment of leader candidates
in the Short Course Svstem.

On the other hand, a separate leadership preparation course, such as that
used in the Short Course System, was clearly preferable lo those systems
presenting leadership training concurrently with AIT training. The separate
LPC precluded major leader environmental difficulties and prepared the leader
candidates prior to their assumption of leadership responsibility in AIT, thereby
avoiding the undesirable separation of leaders and followers which had been
. encountered in the Recyele and Integrated Systems. An additional favorable
I aspect of the separate LPC was that the military organization assumed total
administrative responsgibility for conducting the course as well as the major
i portion of the responsibility for presenting the formal leadership training.

' Overall, the effects of leadership training were most clearly represented
in the Recycle System, where written and performance tests of leadership and
technical proficiency indicaled superior performance of the experimental over
the control group. In most cases, the experimental groups in the Integrated
System achieved higher mean scores on tests than did the control groups, but

| \hese differences were almost entirely without statistical significance. In the
Short Course Svatem, analyses of covariance, which adjusted for G'T aplitude,

yielded significant results in only one written test of technical proficiency and
in squad leader performance tests.

;_————
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It should be noted that, while the LNCO in the Short Course System had
more lime to devole to his basic responsibilities of counseling, guiding, and
training the experimental trainee leaders, this position was far less adequately
filled than it had been previously when the incumbent was experienced in the
NCO research. This fact, coupled with the generally inferior caliber of the
experimental group (as compared to the selected leaders of the Recycle and
Integrated Systems), led to the feeling that test-measured results of the Short
Course System training would be compromised if they were sirictly compared
with results of the other two systems in this study.

Given an adequate selection scheme and competent supervision of training,
it was fell that the Short Course Sysiem showed the most overall value and
promise as a leadership training system. Despite the apparent effectiveness
of the Recycle System, it was rated the least desirable of the three alternative
systemns under study because it was impractical in terms of costs to the Army.
The Integrated System ranked between the other two systems hecause of its
relatively low monetary and personnel cost, although it was recognized that
the system contained many troublesome factors with regard to fulfillmment of
leadership and technical training requirements and objectives.
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