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A RESPONSE TO Z—GRAM 62

(In response to Z-gram 62, two student forums—one representing the College of
Naval Command and Staff and the second the College of Naval Warfare—were
established at the War College to discuss possible means of improving the Navy along
the lines being pursued by the Chief of Naval Operations, Based on questionnaires
circulated among their respective students, the following two edited reports were
presented by these committees to the Secretary of the Navy and the Chief of Naval
Operations. Ed.)

College of Naval Command and Staft Report
Edited by Commander Theodore R, Swartz, U.S. Navy

Forum Member

While this forum identified the broad
areas of personnel and material as the
main concern of today’s Navy, it will
direct its attention to the personnel
problem, Discussion of material will be
limited to the problem arcas that have
the greatest impact on the Navy’s per-
sonnel ills. Our objective is to focus on
personnel afflictions, offer some recom-
mended selutions, and suggest methods
for their implementation.

Our Navy personnel shortcomings
can be summed up in three stalements:

® Dillienlty in recrniting motivated
and troinable volnnteers that could be
further aggravated by the all volunicer
foree concept

® Seyerely reduced clfectiveness of
assigned personnel

® An unaceeptable retention rate

This forum proposes that the Navy’s
emphasis be placed on reernitment, cf-
fectivencss, and retention, We maintain
that the individual must be rcasonably
satisfied to he elfective and, therefore,
have econcentrated on the need tor
inercasing the satislaction of in-service
personnel.

The survey conducted at the College
of Naval Command and Staff, as anal-
yzed by this forum, indicaled that the
lack of job satisfaction was the single
most important causc of poor retention.
The sccond greatest cause was pay. ILis
gignificant that most of the officers who
listed pay as an imporlant factor causing
dissatisflaction also specified that it was
insufficicnt for the hours worked and
responsibility ol the job involved. In
other words, factors which contribuie
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Lo Lhe lack of job salisfactlion were given
as reasons for demanding more money.
While nol diminishing the need [or more
pay, a major porlion of the Command
und Stalf sludents supporled incrcased
job salisfaction, in some form, as a
partial solution.* The individual must
be satislicd with the Navy in order [or
the Navy Lo be satisfied wilh the in-
dividual. When this balance is brought
aboul, recruitment and retention should
measurably improve,

The satislaction of personnel can be
viewed in two distinel but related arcas:

® lInsuificient knowledge aboul
handling and managing people. We have
termed this the “psychic income prob-
lem.”

¢ An overcommilted Navy, which
resulls in a “deficil management di-
lemma,”
Peychic income is defined as “thosc
factors which enable the individual Lo
feel Afulfilled™; that is, his needs are
satislicd, and he can sce his goals being
obtained through his parlicipation
within the group. Not providing this
psychic income seems Lo be the rool
source of the collective ills which result
in dissatislaction among Navymen. The
basic human need to lect [ulfillment can
be thought of as being divided into
social and cgo needs.

The social needa are characterized by
a desire {or belonging, for association,
for giving and recciving [riendship, and
for acceptance by one’s eontemporaries,
Rescareh has shown that men being
translerred often, or merely under the
threat ol being unexpectedly trans
ferred, do not identily with or join
groups, As a result their basie social
needs go unsalislied, an “esprit de
corps” docs not exist, and, in the case
of the Navy, combal clleelivencss is

* Although money has only limited value
in satisfying many higher level needs, it can
becomce the focus of interest if il is the only
means  availahle.” —Professor Douglas  Me-
Gregor, MIT,
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markedly reduced. As relaled Lo the
conlemporary scene, the personnel in-
slability which is so prevalenl in the
Meel is counlerproductive Lo the social
needs of Navymen und reduees the
combal readiness of Navy unils,

Man’s cgo needs are related to sell-
cstcem and reputation. Scll-cstcemn s
enhanced by achievemnent, compelence,
knowledge, and self-conflidence. His
repulation is ¢nhanced by status, pres-
lige, recognition, and appreciation and
the deserved respect ol others. The ego
needs of Navymen are not being reason-
ably sausfied just as their social needs
are nol. OQur people are gelling away
from the ship and squadron environ-
ment in order Lo achicve psychological
[ulfillment,

We submit that lack of psychological
need salisfaclion is one of the major
problems we have in the Navy loday. 1T
we as leaders and managers, are unable
Lo prove and demonslrale Lo our people
that they are important and essenlial lo
their units, capable and dependable
cnough Lo have some freedom in ecarry-
ing out their responsibilitics and de-
serving ol the trust and confidence of
their superiors, then we cannot expeel
them to have job satisfaction.

The scecond arca that relates to per-
sonnel ia in the organizational ficld, the
deficit management dilemma. We define
this term as attempting to do too much
with too little, and we will initially
relate it to our people.

It is time to stand up and admit that
we cannot satlisfactorily perform all
tasks with the limited personnel and
material resources available, We under-
stand that it is necessary Lo assign
prioritica within these rcsources, At-
lempling Lo do too much with tooe litlle
is deflicit management, and this “can
do” atlitude has aflected too many
arcas and is a major contributing factor
in reducing job satisfaction,

The “can do” attitude requires more
attention. Originally conccived, this
attitude expressed the ability o
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accomplish difficult Lasks under arduocus
circumslances, While Lhis might be
commendahle on a shorl-lerm basis, il
appears o us Lhal the now eommon
“can do” attilude has been prostituted
to mcan Lhal we make up with incrcased
personal input for all the deficiencies in
human and material resources which
cxisl. Worse yel, Lhis has now become a
daily evolution and is better stated
“make do,”

The reactions that these shortages in
psychie income and management evoke
arc many but include lack of group
identification, lack of molivalion, frus-
tration, disenchantment with leaders,
discchantment wilh  earcer potential,
and fostering ol a “whal’s in it {or me”
attitude at all levels. The results ol the
combination of these reaclions and atti-
tndes are measurable in terms of:

® Lxcessive supervision by many
superiors who realize that assigned tasks
arc nol altainable

® Dilution ol inlegrity of officers
and men who cannot, or will not, tell it
as it is

® Blind adherence to nnattainable
objcetives in the face of insnrmountable
deficits in resources

® Loss of prolessional expertise, as
Nayymen spend more lime in efforts
dirceted toward overcoming resonrce
delicicneics rather than the primary
migsion, overcoming the cnemy

® [oss of command appeal

You will nole that the problems
associated with psychic income and
deficit management all add np to the
measure we call job satisfoction, It can
be cither positive or negative, There are,
ol course, other factors present, bul
according Lo the survey ol Command
and Stat( students, this aspeel scems
primary, The ramifications of poor,
noncxistent, or negalive joh satislaction
result in a wide variety of clicets, but
the most important of thesc is reduced
combal rcadincss.

To solve organizationally induced
problems relating to job salisluction, we

musl cstablish a natural, complete, logi-
cal growlh Lraining philosophy. As basic
requirements the Navy should:

® Linsurc complete overhaul, modifi-
cation, or repair of weapons platforms
prior to commencement of the training
cyele, In essence, support and materiat
aclivitics should not mterfere with the
operational training cycle,

# Provide a minimum of 6 months
training or buildup time prior to em.
ployment of a unil

o Implement an cnlisted distribution
policy that emphasizes crew stability
througb a Tour Completion Date eon-
cepl, similar to the SSBN manning
program

® 1insnre that required personnel are
on loard prior to commencement of
training cycle

® Eslablish the policy not Lo Lransfer
crewmembers becanse of advanecment
in rale or acqmisilion of Navy Enlisted
Code (NEC); adhere to Tour Comple-
Lion Date and to crew stability

® Implement an  officer rolalion
policy, including commanding officers,
that matches the previously ontlined
Tour Completion Date poliey

® In rclerence Lo the level distribu-
tion concepl in personnel assignment,
Icss than 100 percent manning s nol
desirable bnt i acceplable, provided
crew stability is ensured

® Engure that all weapons, cqnip-
ment, ard required spares are on board
prior Lo the commencement of training
eyele

® Provide real opposition in flect
cexerciscs in order to truly cvalnate all
syslems, This implics conceptualizing a
valid threat and training to mect that
threat.

In snmmary, the growth training
pbilosophy il adopted will allow devel-
opment of hoth individual and unit
cffcctivencss and will provide the opera-
tional commander adegnate time and
resources to preparc for his primary
objective—a high statc of combat readi-
ness,
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Another orgamizationally  induced
problem indicated by a slrong majorily
ol the Command and Staf( class was the
dilution of command authority, This
phenomenon  occurs  for two  basic
rcasons, ['irst, insuflicienl resources
tcsulling in unatlainable goals, direclly
contribuling to overmanagemenl by
many seniors who realize Lhal assigned
objeclives are nol possible, Hather than
prolesting upward, Lhey tend Lo harass
and oversupervise  Wheir subordinales,
refusing Lo admil [ailure. This is lermed
“excessive guidance and supervision.” A
realistic appraisal of resources al all
levels s necessary Lo correel Lhis phe-
nomenon, And secondly, excessive ad-
ministralive controls caused by Lhe
lateral expansion of command levels, In
order to correct Lhis delicieney, we
recommend a eritical review of exisling
chain of ecommand struclures at all
levels, with the objective of eliminating
redundancy und lateral eontrols. Com-
bining administrative, operalional, and
supporl lines inlo a vertical command
line would make the individual com-
manding officer accountable lo {ewer
superiors, preferably only one.

Addressing the arca ol problems re-
lating lo individuals, we [ind that the
Navy has lost a degree ol clfectivencss
in the organization and the satisfaction
of our people because we have not
lollowed cstablished principles of lead-
crship and the chain of command. There
is a dilution ol respousibility and au-
thority cxisting at many levels, and
what is nceded is the restoration ol
authorily and accountability to the per-
son who has the assigned responsi-
bility—in the casc of handling men, the
immediate superior.

We recommend the institution of
leadership training programs based on
the integration ol behavioral science
techniques with Lhe traditional concepts
of authority, responsibility, and accoun-
tability —including also the importanee
of evaluation, recognition, and reward,

Another expressed concern  which
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falls into both dclined problem arcas is
thal of developmenl of prospeetive
commanding officers. The problem
might be stated: Doces the Navy train
and develop the commanding oflicer
properly in basic managerial as well as
technical  speeialty  skills,  technical
specially relerring here to piloling an
aircralt or conning a ship or submarine,
Our conelusion is no. Some examples:
an avialion licutenant eommander who
has excelled in the operations depart-
menl of his squadron and is relained
there for his Lour and, therelore, is notl
cxposed Lo handling men; a surlace
licutenant commander who bas, by
agsignment, been denicd the oppor-
lunity to develop his shiphandling skills,
nuelear submarine enginecrs who readily
become XO%s and CO’s. These dislinet
deficiencies are likely lo be glossed over
by the reporting senjor because of the
officer’s superior performanee in the
billel assigned. This dilutes the validity
and adds Lo this distorlions ol the
fitness reporl system and any conse-
quent sclection based on il, These Lypes
ol officers are not rcady [or command
because of the lack of managerial train-
ing or teehnical expertise, or both. We
consider thal present schools are imade-
quale to provide all officers wilth the
required managerial training, To correct
these deficiencies we recommend that:

® All junior officers be trained in all
basic management skills, 1o include the
awareness ol human behavioral patterns
and current sociocconomie trends. This
training should take place before he is
placed in a managing position—junior
officers should be gradnates of a divi-
sion officcr management course beflore
becoming a division officer,

® All olficers be provided continuing
traiming in management concepts re-
lating to their level of responsibility.
The officer should be a graduate of a
department head course, XO course, or
CO course belore assuming thal job.

® A philosophy of praclical develop-
ment of managerial and technical skill
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should be emphasized at the unit com-
mander level Lo [urther prepare the
proapective commanding officer.

To improve methods of evaluation
and implementation of recommenda-
lions, the Navy should pul the fitness
report and cvaluation reporls in the
hands of the immediale superior; it
should be signed by him and lorwarded
via the commanding ollicer for ampli-
tying remarks by endorsement.

The report should he revised Lo
provide different [orms and grading
critcria according to the level of joh
responsibility. For example, separate
forms should be designed for division
officer, department head, exceutive offi-
ccr, commanding offlicer, stall officer.

This revised form should include
guidance on Lhe performance standards
desired by SceNav and CNO; that is Lo
say, the litness report should be ulilized
as bolth a performance guide and an
evaluation lool. Additional grading stan-
dards should be added such as:

® Protecls subordinates from outside
interferenee

® Accepts responsibility for subordi-
nates’ actions

® Displays loyally toward superiors
and subordinates

® Plans cllcetively to avoid manage-
menl criscs

® Jsrespeeted by his subordinates

e ligtablishes realistic demands and
provides resources to accomplish the
mission

Lo conelusion, our forum believes we
must recruil, salisly, and retain high-
caliber individuals,. We¢ have focused
atiention on the sceond of these which,
we [eel, most directly alfects the overall
readiness ol the Navy., We have de-
scribed the satialaetion problem in two
arcas—psychic income, as rclates to the

IEW

individual, and the organizational func-
tion we deline as deficit management,
The elimination of the psychie income
problem will be a complex task. Lt
cannot be aceomplished with a General
Order No. 2l-type approach. 1t will
requirc a change in attilude by many
leaders and the implementation of an
active, tborough plan lo increase our
clfcetiveness in handling and managing
people. We nced to demonstrate to
them that they are the vital resource. 1t
is onr contention thal if you satisfy the
man, his resultant efforts will satisly the
Navy, and the conscquent effectivencss
will make for combat-ready nnits. We
musl stress lcadership and management
in terms ol responsibility, authorily,
and accountabilily,

IL is also neecssary thal we work to
solve Lhe defieit management prohlem
and avoid crisis management in the
cxecution of our plans.

We have purposcly avoided a point-
by-poinl analysis ol Z-grams. The class
believes Lhal, on balanee, Z-grams huve
corrccted many of the ills that could be
immediately addressed. Now that the
desired dircction of movement is fully
appreeiated, it is important to continue
Lo ensure individual commanding officer
support ol the spirit as well as the letter
of intent by initiating poliey changes
dircetly and privately through the unit
commanding officers.

Finally, wc beliecve that these
problems can be solved within the Navy
and ean he done with available re-
sources. Although deficieneics in ma-
terial assets continue to be a significant
factor in our overall Navy problems,
increased allention to the human re-
source Lheme of recrnit, satisfy, retain
can help make our Navy clficient, cffee-
tive, and combat ready.
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College of Naval Warfare Report
Edited by Captain Marvin C. Scoggins, U.S. Navy

Forum Member

Introduction. For about 200 ycars
the Navy has taken the product of our
socicty wherever it has found him and
trained him to beecome the type of
individual required at that precise
moment of time. There has been no
change in that fundamental proeess to-
day, but a change has oceurred in the
produet of our society and it has been
dramatie,

We believe that the needs of our
Navy remain cssentially stable, The chal-
lenge is to find unique ways to entice,
train, and retain this new individual in
the Navy, We must keep those traditions
that inspirc the commander to “lay his
ship alongside that of the enemy,” and
we must foster the loyalty and stan-
dards which will cnsure that the com-
mander be followed. We are convineed
that an experienced commander, al-
lowed to exact the proper discipline and
respect, will perform in a manner to
“serve in the best interests of the United
States,”

Recognizing the direction which you
have suggested the Navy must go to
attract and retain capable personnel, we
believe that the cffectivencss of the
Z-gram program must be thought of as a
total program rather than individual
actions. Within this context we feel that
it has:

® Projected a change in the overall
image of the U.S. Navy from both a
military and eivilian viewpoint. Tradi-
tionally vicwed as a conservative organi-
zation, the program has conveyed a new
gpirit of fexibility, modern awarcness,
and a coneern for the individual,

® Convineced intermediate comman-
ders that they cannot institute de facto
resistunce to changes which are deemed
beneficial to the Nayy as a whole,

® Allowed scrvicewide participation,
regardless of rank or rate, in a program

https://digital-commons.usnwc.edu/nwc-review/vol24/iss7/8

from which all have been able to realize
rclatively “instant responee.”

While conceding the relative success
of the program, the opinions of the
students of the College of Naval Warfare
range from strong concurrcnce, based
on an awarencss for the ncccssity of
using such tacties, to concern about the
long-range cficcts of such a eoursc of
action, Nearly all coneur that most
individual actions were long overduc,
and many were amazed that they had
not been previously implemented Navy-
wide aflter secing them suceessfully used
by their respective individual com-
mands. No matter what the initial
opinion, there secms to be coneern
ahout the effeet on future discipline,
the integrity of the chain of command,
and the authority of the individual
commanders,

Two speceific areas of concern appear
prevalent: Iirst, the backing that will be
reecived if the commander is maligned
by seniors or criticized by juniors while
honestly attempting to earry out the
spirit of dircctives; and sccond, the
methods and caliber of personnel used
to monitor compliance with dircetives.

We recommend that cvery effort be
made to reemphasize the desirability of
implementing poliey and recommending
change through the chain of command.
We helicve that the Z-gram should now
be used more seleetively and in in-
stances where the commanders and
overall bureaucracy fail to be respon-
sive, The intcgrity of the chain of
command is basic if we are to motivate
junior officers to seek eommand. The
most potent influence regarding com-
mand appeal pereeived by junior offi-
cers is the image of the commanding
officer, Commanding officers who can
communieatc and demonstrate 1o
juniors the merits of achicving eom-



84 NAVAL WAR COLLEGE REVTE

mand perform the fundamental service
of winning the junior officers’ loyalty
and whetting their ambitions, In order
for the commanding officer to success-
{ully play his role in this proeess, it is
necessary for him to believe that his
billet is a rewarding one wherein he
enjoys the trust and eonfidence of his
seniors, Basieally, we arc saying that
eommand cannot be enhanced, it is
self-cnhancing; it eannol be given as a
reward, il is self-rewarding.

The goal should be to identify and
solve problems associated with reward,
authority, pride, and prestige. This will
enhance the enlire naval profession,
ineluding that facet we describe as
command, Recognizing the fundamental
conecrns of reward, authority, pride,
and prestige, our forum identified the
three basic problem arcas of motivation,
overstructuring, and human factors as
deserving your attention, The remainder
of this presentation will cxpand on
these {aetors.

Motivation, The first of the problems
identificd under motivation is the necd
to take ncccssary steps Lo improve the
Navy image in the eycs of the American
public, especially i the cyes of such
opinion molders as the academie eom-
munity and the news media. Our sugges-
tions to achieve this are:

¢ Continue emphasis on cfforts to
further eliminate unnecessary regimen-
tation and abrasive regulations, and gain
widespread publicity for these efforts

® Capitalize on the Navy’s deterrent
role of protecting vital ceconomie life-
lines rather than waging war in in-
habited land arcas

® Endeavor to develop additional
new recruiting appeals analogous to
“Join the Navy and see the world,”
which are responsive to contemporary
values

® Incrcasc the Navy’s community
relations cfforts within the United
States along the lines of the overscas
“people to people program™

Z-Gram 62

® Emphasize the Navy’s role in civie
aclion programs and humanilarian assis-
tance efforts

® Impress upon U.S. Congressmen
that to achieve an allvoluntecr forec
they must affirmatively assist in pro-
jecting a favorable image of the Armed
Forees and, further, should allow the
military to utilize eommereial adver-
tising to the lullest advantage in com-
peting with eivilian employers.

Another arca of eoneern under the
broad arca of motivalion is what we eall
*the command syndrome.” That is, the
conviction that an offiecr must have
command in order to succeed and,
stemming from that, the pursuil of and
assignment ol officers to command hil-
lets who arc not truly best qualified.

Our recommendations here include:

® Recognize command as a some-
what more narrow specialty than is
presently the case, Establish a formal set
of rigorous qualifications whieh must be
altained prior to assignment Lo a com-
mand; formally recognize attainment of
eommand qualification irrespeetive of
whether an officer is actually assigned
to command,

® Asgign the limited number of com-
mands available only to those who are
best qualificd and strongly desire such
an assignment. Personal image and apti-
tude in interpersonal relations with sub-
ordinates should stand very high in
determining which among those highly
qualified should aetually be assigned to
eommand.

® [leward officers excrcising com-
mand but do not permit these rewards
to earry over after completion of the
eommand tour,

® Establish other specialtics, at least
some of whieh require formal qualifiea-
ton and which lead to suecessinl officer
carcers, HRequire the same degree of
formality and selectivity in sereening for
key assignments in these ficlds as is
required for command (ie., set up
equivalent screening boards and have
some of these boards eonvene before
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command scrcening  boards mecl in
order o stress the inporlance of other
specialties).

® Prove through sclection board re-
sults—directed if necessary—that altcrna-
tive specialtics do offer viable roads Lo
success to Lhe samc degree as docs
command.

The third problem under the overall
heading ol molivation is Lhal of the
“second-term concept” whereby a hicr-
archy of specialtics exisls for a given
rank. Examples of tiis arc nuclear sub-
marines having grealer prestige Lhan
dicscls, destroyers than amphibs, attack
aviation more prestige than antisub-
marine warfare aviation, and anything
that flics or floals having more prestige
than any thing that docs not,

Our reccommendations in this arca
arc:

® Sclecl senior officers for major
command or other key assignment on
the basis of past performance and irre-
spective of specialtics execpt in those
few instances where previous specialized
expericnce is vital to successful perfor-
mance in the particular assignment.

¢ Make cvery cfforl to break down
the hierarchy of stalus among com-
mands and specialtics so that for a given
rank all officers arc considered equal
regardless of specialization.

® Assurc that all speciallies are pro-
portionally represented in the detailing
communily and on seclection boards,
both in numbers and in level of respon-
sibility,

Another problem is that of officers
being assigned Lo meaninglesa billets
which lack challenge, opportunity for
initiative or innovation, or which simply
arc not [ull-time jobs, To ameliorale this
we supggest realistically and objectively
rcevaluating every officer billet to deter-
minc, first, its csscntiality and sccond,
whether the responsibility eoincides
with the rank assigned, Theorctically, at
least, each billet would thercalter be
indispensable 10 the Navy and thus
cqually important, regardless of posi-
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tion. In addition, junior officers could
then oceupy billets where Lhe responsi-
bility is fully eommensurate with their
rank. Implementation of this recom-
mendation would cause the officer rank
structure of the Navy to be deercased in
size with a widening of the base of the
pyramid and narrowing at the lop,

Another concern regarding motiva-
tion is the problem of the passed-over
officer and e¢nlisted man who have
stagnated in grade, both of whom
projeet a poor image to their subordi-
nates and to all others—in or out of the
Navy—with whoru they come in con-
tacL. Our recommendation for this silua-
lion is to obtain legislation providing for
prompt separalion or reliremenl—wilh
cquitable compensation—of  officcrs
who have lwice [ailed seleetion for
promotiou. Similarly, enlisted personnel
who do not meet a speeified promotion
timetable should not be allowed to
reenlist, and chicf petty officers should
be carclully screened for conlinuation
at regular intervals,

We also recommend adequately re-
warding oulstanding petly officers. Here
we have two suggestions: firsl, instilute
a “spol promotion™ syatem for enlisted
personnel below fimt class (those filling
critical billets which call for a higher
rate}; and sccondly, significantly lower
the time-in-grade requirements for out-
standing first class petty officer cligi-
bility to take the CPO examination.
[nclude a small but significant pereent-
age of such petty officers in cach
advancement group.

Overstructuring. In the broad cate-
gory of overstrucluring we have idenli-
fied wwo specific problems. First, the
mission, organizalion, and funclions of
naval staflfs should be reexamined.
Secondly, we must consider the issuc of
individual exercise of authority and
delegation of responsibility,

To more cffeetively use our available
personnel asscts, consideration should
be given to cither reorganizing or com-



wartz: A Response to Z-Gram 62

S
86 NAVAL WAR COLLEGE REVIEW

pletely climinating some of the opera-
tional and administrative staffs found
throughout the Naval Establishment.
Close examination of mission assign-
ments, internal organization, and
demonstrated performanec  would
probably reveal that a number of these
stalfs are ineflcctually organized, over-
populated; have overlapping responsi-
bilitics; and frequently ercate as many
problems as they resolve. Redundancy
of cffort, staffing with quantity rather
than concentration on quality of per-
gonnel, oversupervision of and incifce-
tual support to operating fleet units are
typical examples of stalf shortcomings.
Career cnhaucement is questionable. A
frequent eomplaiut of junior offiecrs in
the surface Navy is that stalf duty is less
desirable than a regular shipboard billet
due to the lack of dircetion or respou-
gibility associated with staff assign-
menits,

Overlapping of rcporting require-
ments exists at many levels. For ex-
ample, a surface ship commanding offi-
cer ig the first link in an administrative
chaio of command up through his type
commander. However, he generally ex-
periences a completely differcut but
frequently repetitive reporting  pro-
ccdure for both administrative and
operational matters when underway.,

As a result of our discussious in this
arca, the forum rccommends that all
existing uaval stalfs be reexamined for
realistic mission assignments and per-
sonnel requircments. Wheuever and
wherever  expedicnt, suspect staffs
should be reorganized or “deactivated”
and officer and enlisted personnel be
reassigned Lo more productive and chal-
lenging billets,

Regarding the problem of proper
exercise of authority and delegation of
responsibility, a multitude of routine
administrative decisions are being made
at levels far surpagsing the importance
of the issucs in question, Surfaee com-
manding officers arc often told not onlty
what to do, bul arc provided with

cxcessive guidance on how to do it
When cmbarked aboard ship, the eom-
manding officer of an aviation squadron
frequently assumcs the unofficial but
demeaning role of division officer in the
ship’s organization.

Thus, in both situations, the com-
manding officer’s freedom to exercise
personal initiative is restricted, his lead-
ership talent is stifled, and his overall
eommand image is degraded in the eyes
of his impressionable subordinates, The
commander must have the complete
trust and confidence of his superiors,
The commauding officer’s position is
greatly enhanced if his personnel ob-
serve [ull support, uot oversupervision,
from sueccssive links i the chain of
eommand.

We rcecommend that strong, elcar
guidelines be promulgated which would
allow commanding officers to truly
exereise command through more free-
dom, flexibility, control of rcsourees,
aud sincere sell-expression. Command-
ing officers, in tum, should provide
similar latitude and deeisionmaking au-
thority to responsible junior offieers
and petty officers within their own
organizations.

Human Factors. In order to properly
equip our personnel to deal with people,
it is rccommended that applicable and
relevant short eourses of bchavioral
geicnce training be instituted at all
officer indoctrination schools, enlisted
leadership courses, and advanced officer
schools, Further, we belicve that indi-
viduals in the enlisted grades arc rarely
appriscd of their performance in a
mecaninglul way. In most instances the
enlisted man docs not know why, or
even if he is progressing, and the cvalua-
tor fecls litte responsibility to justify
his markings, It is rccommended that
there be cstablished a requircment to
discuss enlisted evalnations with individ-
uals much in the samc manner as has
recently been applied to officer {itness
reports.
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Next on our hist of human factors is
cxecssive use of the “can do” spirit
which we believe is most destructive Lo
human resources. “Can do™ is a natural
tendeney—born of pride and tradition-
but it may also result from fear of an
unfavorable cvaluation and result in
compulsive aeceptance of commitments
in excess of resources, Lt is recom-
mended that:

First, there be an intensification of
realistic efforts at the highest level to
balance Navy commitments with re-
sources;

Second, the OPNAYV level stress to all
lower echelon deeisionmakers the im-
portance of carefully weighing the re-
sources available, maximizing rest and
rchabilitation between ecommitments;

Third, insist upon factual reporting
of readincss—allot realistic resources of
time, money, and technical assistance.

Another human [actor problem is
unpredictable lraining and carcer pat-
terns of naval officers. If we are to
cnhance a professional carcer in the
Navy, motivale younger officers, and
develop competent middle-grade ofli-
cers, cach must know how Lo chart his
course, receive opportunity based on his
individual ability, and be assured of the
stability of the system in which he
places his confidence. It is therclore
recommended that there be eatablished:

® A stable and predictable pattern of
opportunity for all specialties of which
operational command is but onc ol
many

® A systemnatic professional cduca-
tion program which will provide inter-
mediate goals and equal opportunity to
perform

® Prerequisite reguirements for offi-
cers during the formative years, ensuring
that unsubstantiated eclite groups by
deep scleclion prior to the rank of
commander are not created

® A gyslem lor lincal seniorily re-
arrangement of all ranks which would
preserve the year group stabilily but
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would recognize the relative ability of
the individuals

® Adcqualc Lools for the seleclion
process and elimination of those which
fail to properly cvaluate the individual
and which provide no usable dala from
the considerable elfort expended by the
boards

Another human factor problem
which we eonsiderced is the sceurity of
the family, an arca that we belicve is
detrimental to motivaling or cneour-
aging young people to scek a naval
career, In an effort Lo achieve a proper
response Lo individual needs, the follow-
ing recommendations are considered
vital,

® [istablish geographic stability for
those who desire it, a “superhome port”
coneepl, to allow prolonged home own-
crship, stability of ehildren’s cducation,
and the feeling of being a normal
community member

® Devise alternate  incenlives for
those who do not desire to live in public
quarters, BOQ’s, or BEQ’, Altcrnatives
might be provided in terms such s
additional obligated scrvice in exchange
for payment subsidy and low interest
liome loans or providing bagic allowanec
for quarters Lo all single personnel.

® Provide meaninglul services and
advantages for using commissarics and
exchanges or reduce them to cssentially
ships storcs carrying only staple items or
climinate them completely and provide
compensatory pay inercascs

¢ Develop a cost of living allowance
for all duty stations in the United States

® Develop a  realistic  temporary
living allowance to properly ecompensate
for the additional costs always inherent
during a move

® Provide compensatory time for at-
sca periods out of home porl but not
deployed, sueh compensatory time Lo
be scheduled by operational comman-
ders in addition to normal required
in-port, upkeep time
ctlorts for

¢ Continue adequate
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monetary  eompensaltion, parlicularly
lor adjustments in the lower grades

Conclusion, Our major [inding is that
while we have lived with these problems
for some time, they have been further
aggravated by the times we live in, and
the stage has been reached when con-
struelive steps must be Luken by those
in authority, We believe il is important
lo remember that no matler how in-
spired, cnlightened, and clearly pre-
scnled a program or policy may be, if it
iuvolves change in a large organization
there are still ways to sabolage il—
whether deliberate or not, Thus, it is
vital thal CNO expend as much effort to
ensure proper execution and monitoring
of any program as in developing Lhe

subslance ol the program itsell,

A striking example of whal this
forum considers to bc o misguided
proecss i8 Lo be found in onc of the
means used Lo implement the equal
opportunily and other programs. Spe-
cifically, we feel Lhat it is wrong Lo
permit a number of young enlisted
men—at least some of whom arc non-
rated—Llo roam throughout the establish-
ment and reporling with authority upon
matters for which they have no respon-
sibility.

In short, we agree il is time Lo “get
with the program™ and in a manner
which deinonstrates loyalty and respon-
sibility, listening not only to Lhe com-
plainers and malcontents, but also to
dedicated carcer men,

No change that might improve even minutely the level of
talent in our naval forces should be overlooked. We must
remember always that the basic element of strength in any
nation is not in its machines but in its manhood.

Bernard Brodie, A Guide to Naval Strategy
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