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A. PROBLEM

The present project was underteken to determine the feasi-
bility of developing selection standards for reeruit company
commander duty.

B. PROCEDURE

A survey form was developed to investigate various aspects of
recruit company commander duty, to reveal characteristics which
night differentiate effective from ineffective company
and to suggest criteria of satisfactory performance as a reeruit
company ccammander. The form was administered to 287 recruit com-
pany commanders at the U. S. Naval Training Center, San Diecgo on
26 March 1957.

C. RESULTS

1. The respondents suggested a mumber of personality traits
wnich recrult company commandeys considered to be important for
effective company commender performance. They e@lso stressed the
need for physical fitness requirements. Thelr comments suggested
that e small but gignificant number of ineffective company come-
manders were present at the training center. Therefore improved
sslection technigues and devieces would be desirable.

2. The respondents suggested that the preseat evaluation
system is not valid. They suggested that a system frec from
favoritism and bies be developed that would evaluate ths company
commander in terms of his own, rather than his company's perfor-
mance. They felt that the evaluators should have closer contact
vith the men they evaluate. The personal aims reported by the
compaeny commanders vere more in line with the aims of recruit
training than with factors measured by the present evaluation
system.

3. The major complaint of the company commander is that he
has little authority or backing from his battalion commander,
especially in matters of discipline enforcement. The company
commander's wife generally likes or accepts his duty, slthough
she often dislikes the long hours. The present rotation system
is endorged, and the men seem to like company commander duty
per se.
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D. CONCLUSIONS AND RECOMMENDATIONS

On the besis of responses to the questionnaire it appears
feasidble to develop selection techniques for sereening out irres-
ponsible, physically unfit, emotionally unstable, and ummotivated
candidates for recruit coampany commender duty. However, before
the validation of any new sclection techniques and devices can be
undertaken, research aimed at the development of suitable recruit
company compander evaluation techniques must be carried out. In
addition, the responsss to the questionnaire suggest that it
might be possible to improve ecmpany commender performance through
certain adninistrative changes.

iv

| %



.

A.
B.

C.

D.
.
P,
G.

CONTENTS

srAmNT OF m PRO_&EM . - . . . L . L o . . . .

mms o @ B & @& @ 0. @ ® 0 B 6 B & 8 8 6 & &

. -

RESULTS
l. mecriptioﬂ Of the mplel . * L . . . L ® L] . . .
2. DPersonal characteristics of good and poor company
commanders
a. Characteristics of good company commanders . .
b. Characteristics of ineffective company
mnders . . . - - - L] - . - - - . . . . ° .
¢. Physical fitness requirements. . « + « « « &
3. Evaluation of company commander performance
a. Knowledge of evaluation system . . « + « « . &
b. Weakness in the present evaluation system. . .
¢. Recomnended factors in eveluation. . « « . + &
d. Aims of the company commander. « « « « « o o o
4. Factors affecting company commander performance
a. Attitudes towards recruit company commander
duty . - . L] . . . L L L L] . . - - L] - [ _ . . .
b. Problems associated with company commander
duty L] - Ll L] » " L . - - - . . * e L . L] . . Ll
¢. Changes in recruit training recommended by the
company comnanders « + ¢ o ¢ + o s = 0 s o s e
SUMVARY OF RESULTS ¢« ¢ « ¢ o o o s o + o « s o 8 o & »

coNcwsIoNs- ® e o & e & @ © B & P 8 8 ° @ & & L]
OPFRATIONAL RFCOMMENDATIONS. . . « ¢« ¢« ¢« & o o o

RESFARCH RECOMMFNDATIONS . - « ¢ & ¢ ¢« o ¢ o o o &

APPENDIXES

Copy of letter from Commanding OCfficer . « « .
Recruit company commander survey sheet . « . .

A.
B.

13

16
17

7

©

33
33

37
39




10.

2.

13.

TABLES

Composition of the sample: rates and ratings . . « . &

Number of companies pushed to date by company com-
manders now pushing and not pushing companies . « « « «

Responses to: "Think of the best recruit company
commander you have kpown. Desceribe him. What things
did he do, what was there ebout him, that made him an
cutstanding company commander?” . « o o + . o s o o o o

Responges to: "In genersl, what characteristics meke
a top-notch company commander?” . ¢ ¢ ¢ o o 4 o 5 6 ¢

Responses to: "Think of the least effective company
commander you have known. Describe him. What things
did he do, what was there about him thet made him a
poor company commander."« « « + o o o o s o s 0 o o o o

Responses to: "What characteristics would make a men a
poor prospect for company commender Aubty?". + o+ ¢ . o .

Responses to: "Do you feel that there should be
special physical fitness requiremecnts f{or selection to
company commander duty? ...If yes, discuss.” . . . . .

Responses to: "What system is at present being used to
evaluate company commandersf” . « o « ¢ ¢ ¢ ¢ 0 . o0 o«

Responses %o: "Would you say there are any weaknesses
in the wvay company commanders are being evaluated? If
Yes, what sorts of things do you bave im mind?" . . . .

Responses to: "How do you, persomally, feel company
commapders should be evaluated? What sorts of things
should be considered in judging & company commsnderf?” .

Responses to: "What do you, persomally, aim at in
pushing & company? What sorts of objectives do you
tm‘ to achieve?". . . ® K - - L v . - L . . e [ L) . - -

Responaes to: "Before assignment to NIC did you con-
sider pushing companies to be good duty?"” . + « « . . .

Responses to: "Do you enjoy pushing companies?”. . . .

vii

10

1b

15

16

18

19




1k,

15.

16.

17.

18.

19.

Responses to: "If you had your choice, how many com-
panies would you like to push in & three year tour of

duty? " . . . L . . . L L . L] L . . . . . n Ld . L] . . . .

Responses to: "Is the job of recruit company com-
mander harder or easier in other respects than the
other jobs you have had in the Navy? What are some of
the things which make the job hard or easy?” . . . . .

Responses to: "What, would you say, is the main pro-
blem you have had in pushing companies? What other
difficulties, if any, have you had in pushing com-
me'?" L ] L - . . . . . - L] Ld L] . ° . L . . - L] . L] L

Responses to: "As a reeruit company commander did you
have any problems in enforcing or administering dis-
cipline? Yes__ No___  If yes, diseuss.” . . . . . .

Responses to: "...describe your vife's attitude
toward your assignment as & recruit company commander.'

Responses to: "In vhat ways does the battalion com-
mander influence & recruit company commander's ef-
footivenesst” . W RN AT v %% e v s e v el e

Responses to: "What changes, if any, in recruit
training would help the company commender do a better

Job?". Ll . . . . . . ° Ll . L] . . L] . - LI - - o . . .

viil

a3

28



A SURVEY OF FACTORS RELATING TO SUCCESSFUL PERFORMANCE
OF RECRUIT COMPANY COMMANDER DUTY

A. STATEMENT OF THE PROBLEM

The survey deseribed in this report was lnitiated in response
uest from the Commanding Officer, U.S. Naval Training
r (NTC), Sen Diego to the Chief of Naval Persomnel, (see
Appendix A), the text of which stated:

"1. Approximately 2,100 chief and first elass petty
officers in the three Recruit Training Commends are utilized
in the tralning program that effects each year a transition
of 11&0 000 individusls from civilian life to Navy life.

"2. It is believed that at least eight per cent of these

petty officers ave unfit for duty as recruilt compeny commanders.
If this is true then this eight per cent compounds to a comsid-

erable number of naval personnel who heve possibly been sub-
Jected to melireatment or at best, poor naval indoctrination.

"3. Some of the factors that appear to meke a particular
petty officer wnfit for duty are family problems, lack of
patieneo in dealing with young men, inability to cope with a
large group of young men as individuals, severe end exacting
perscnelity traits, and age and length of time in the nsval
service. There are undoubtedly many others.

"l,. Becsuse the battalion commanders are relatively in-
experienced and because of the rgpld turnover in these Jjunior
officer billets adeguate supervision for some of these mar-
ginal company commanders is not available at times. In view
of the above it is requested that a study be mede to determine
the Peasibility of developing an instrument to be used in as-
sisting in the selection of recruit company commanders.”

The study was initiated to determine the feasibility of de-
veloping such an instrument. This report covers the first step
vhich involved a survey of acting or former recruit company
cormanders to cbtain three sorts of information. The first was
ingights into personality or cther characteristics important in
company commander duty. The second was an indieation of the
utility of the present evaluation system to serve as a eriterion
for testing the effectivencss of any instrument that might be
devised. The third involved the obteining of information re-
garding problems that company commanders have that might affect
thelr efficiency as reeruit company commanders. This last type
of information was obtained since preliminary discussicns at the




Recruit Treining Command suggested that certain edministrative
changes might be instituted that would improve company commander
efficiency as much 83, or possibly more than could be expected
from improved selection devices.

B. PROCEDURES

In order to better understand the nature of company commander
duty and problems associated with it, s series of interviews were
held with officers end groups of company commanders at the Naval
Training Center, San Diego. As a result of these interviews it
vas decided to prepare a survey form in order to obtain informe-
tion necessary to the rurthei conduct of this project from acting
or former company commanders™ themselves.

Such & survey form was prepared covering such topics as
characteristics of good and poor company commanders, present
methods of evaluating company commenders, problems associated
with company commander duty and recommendations for improving
the effectiveness of the company commander. This form was re-
viewed by officers at the Recruit Training Command. It was pre-
tested on a group of company commanders, followed by a critique.
On the basis of information obtained the form was revised for
final administration. The survey sheet is presented in Appendix B.

The recrult company commonder survey sheet was group adminis-
tered on 26 March 1957, to 287 recruit company conmanders at the
Recruit Training Command, San Diego, who had "pushed" at least
one company. All 287 men vere tested in groups of 90 to 100 in
congecutive sessions during the same morning so that there was
practically no opportunity for them to discuss the form among
themselves before filling it out. o time limit was set for
completion of the survey sheet. All forms were completed
anonymously and returned in sealed envelopes at the end of the
gession.

The survey forms were content analyzed to determine types of
answers or comments made to each of the questions. Comments
made by 5 per cent or more of the sample are presented in the
tables in the report. In some instances, where the comments in
the response categories ere less than 5 per cent but are felt to

IChief and first class petty officers assigned to the Recruit

Tralining Command rotate between company commander and other
duties. All individuals surveyed were either acting as compeny
commanders or had been and were in another rotationsl assignment.
All the respondents will be referred to as recruit company com-
menders.




be particularly critical or informative, these are included as
well. Their comments will be discussed in deteil under Results.

C. RESULTS

The responses to most of the questions are not completely
independent--that is, in some instances a particular company
commander's comments may be included in more then one response
category. Where this is not the ease, the number of responses
are shown as totalling 100 per cent. The recorded percentages
may total to slightly more or slightly less than 100 per cent
due to accunmulated rounding errors.

It shouvld be indicated that the use of open-ended questions
tends to underestimate the frequency of response that would be
obteined 1f the questions were presented in "Yes-No" form. Thus,
in certain instances, comments made by relatively small percent-
eges of the respondents in the present form might well be en~
dorsed by the majority of the company commanders if put in "Yes-
Wo" form. This is particularly true in the present survey where
independence of response was obtained by careful scheduling, and
by essuring privacy of response during the actual administration
of the survey.

The questions in the survey sheet were arranged in an order
vhich minimizes stereotyped answers or response sets. However,
in the present section they are discussed in logical groupings
according to content. Thus, the sections below do not parallel
the arrangement of the questions in the survey sheet.

The first section describes the sample of company commanders
surveyed. The second describes personal characteristics of good
and poor company ccumanders. The third section dlecusses the
evaluation of company commandey performance. The fourth section
discusses some additional factors related to effective company
commander performance.

1. Desecription of the Sample

The first four questions in the survey sheet provide infor-
mation about the makeup of the sample. Tsble 1 shows that al-
most three-fourths of the company commanders are chief petty
officers. The remainder are first class petty officers. The
ratings in the sample are probably representative of ratings of
company (cmmanders, but are not representative of Navy ratings
in general. As Table 1 indicates almost all of the ratiags
uged as company commanders fall into the Deck, Ordnance, and
Enginesring and Hull groups. This is duve to the unavailability
of specialized shore billets for certain ratings.




TABLE 1

Composition of the Semple: Rates and Ratings

Rates:

Chief
First Class
Ne answer

53 A
3

&
8

Total

Ratings:

(Poatswein’e Mates)
(erf.emsters)
Mochinist’s Mates)
Gunner's Mates)
Boilerman
Enginemen
Commigsarymen
Torpedoman's Mates)
Redermen)
Signalmen)
Metalesmithe)
Other ratings

No angwer

suEgQENesey
BowobEhER8RYSS
wwmmeaasEREES

%
8

Total

Ninety-five per cent of the compeny commanders are married,
end 86 per cent of those who are merried have children. The
mmber of children range from none ¢o five, with a median of
two.

The respondeats vary in the amount of time they have spent
in the Navy, ranging from six years to over 22 years. The mean
mmber of years in the Navy is ebout 15 with a standard devia-
tion of 3.5 years.

The median emount of time spent at the tralning center by the
group ie 22 months, with & range of from & months to 5% months.
The distribution was found to be multi-modal with modal frequen-
cies of company commacders at 12, 22, and 3% months.
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Information as to the number of compenies pushed by the re-
spondents ig provided in Table 2. Eighty-five per cent have

TABLE 2

Fumber of Ccoupanics Pushed To Date by Company Commanders
Now Pushing and Not Pushing Companies

o

é
crromb
WS

Total 85 202 287 100

*Thumber of companies pushed does not include present
COmpAny .

pushed two or more companiss. The mean nunber of companies
pushed was 2.2 with a standard deviation of .O4. The actual
anount of experience in pushing companies 1s scmevhat under~
stated, since company commsnders pushing companies at the
time of the survey do not have their current company included
in Table 2.

In general the sample may be considersed to be highly repre-
sentative of ccupsny commanders at the Naval Training Center,
San Diego.

2. Personal stics of Good and Poor Conmanders

The primary goal of the present project was the development
of selection standards for company commgader duty. Thus, it
was important to obtain iasights as to wvhat traits or personal




characteristics especially qualify or disqualify an individuval

for this duty. It was believed that a gocd source of informa-

tion would be the company commander himself. The company com-

mander, during his tour at the training center, becomes well &
acquainted with & mumber of his fellow compeny commenders,

especially those in his own bettalion. Thus, he should be in

a good position to discern outstanding characteristics or per- !
sonel feilings in these individuvals as related to performance »
of their duty.

In the present survey two different types of questions were
used. The first asked the respondent %o specify ckaracteristics
related to successful or unsuccessful performance 88 @ company
commander. The second asked him to actually describe the best
company commander he had ever known and the least effective
company commander that he had ever known. In this way, both
abstract qualities end ectusl characteristics of both good and
poor company comranders were ascertained. It was pecessary to
determine vhat qualities ere important for company commander
effectiveness before selection inmstruments or procedures could
be devised. In formation on leadership effectiveness which would
be spplicable in this case was available from other studies.
However, the above questions wers asked to find out which traits
were considered by the compeny commanders themselvez to be
closely related to their Jobs. The answers did not reveal any
nev or unsuspected traits, but they did indicate that the company ¢
cormenders are concerned with characteristics vhich are generally
regarded as importent for effective leaderchip.

As it turned out, the characteristics mentioned most fre-
quently in describing sctual company commanders were also listed
frequently as being general characteristics of good company come
manders. For this reascn, characteristics obtained in both types
of questions will be discussed together.

a. Characteristics of good company commanders. The charac-
teristics in the following list are the ones which vere mentioned
most frequently in deseridbing good company commanders:

Conscientious

Understanding of recruit problems

Able to enforce discipline

Good appearance

Patient

Good leader

Enjoys working with recruits

Proper in speech -
©) Honest

10) Identifiee with the Navy.
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Tables 3 and 4 present the frequency with which these charactere
igties were listed and additional characteristics.

ES
TABLE 3
L Responses to:
“Think of the best recruit company commander you have known.
Describe him. What things did he do, what was there about
him, that made him an outstanding company commander?”
Response Category Number {n=287)
Conscientious, herd working, spent extra
time with company Th 26
Gained recruit's confidence, helpful,
understanding of recruit's problems 66 23
Firm in enforcing discipline 65 23
. Neat, good militery appearance 6k 22
Patient, calm, good natursd 48 7
: Good leader, able to handle men 40 1%
Liked to work with recruits, interested
in compeny commander duty 33 12
Gave orders clearly, able to express
self, not profane 18 6
Honest, sincere 18 [
Inculeated pride in the Navy 18 6
Encouraged men to be self-sufficient 17 6
Risked using illegnl means to enforce
diecipline i 5
e P ? Don't know any, all doing best we can 31 11




TABLE &

Responses to:

"In general, vhat characteristics make
a top-notch compsny commender?”

Response Category Number (n=287)

Good military appearance, neat, clean 101 35
Wants to teach reeruits, enjoys company

commander duty 9% 31
Hard worker, energetic, puts in extra

time and effort 69 24
Good leadership qualities, able to

handle men 60 21
Patient, friendly, good disposition 58 19
Understands recruit problems, helpful 51 18
Able to enforce discipline, strict, fim 50 17
Devoted to duty, pride in the Navy 39 1%
Sincere, truthful, honest 28 10
Able to give commands, good voice 26 9
Dignified and self-assursd 17 6
Paysically qualified, good health 17 6
Impartial, plays no favorites 17 6
Moderate or high intelligence (GCT) 16 6
Sober, little or no drinking 15 5
Good sailor, good record in the Navy 15 5




b. Characteristics of ineffective commnders. In
many instances the characteristics escribed toO poor company
comnanders are antithetical to those mentioned as charscterizing
the best company commander. The following characteristics were
mentioned most frequently in describing ineffective company
conmmnders:

Lack of interest

Poor appearance

Lack of responsibility
Heavy drinker

Dishonest

Abusive in speech

Poor attitude toward lavy

Frequencies apd additional characteristics are presented in
Tables 5 and 6.

= O\ EW

TABLE 5

Responses to:
"Think of the least effective company commender you have known.
Describe him. What things did he do, vhat was there about
him that made him a poor company commander."

Per Cent
Response Category Fumber (§=287)

Didn't care for job, 20-year attitude,
no interest in company 65

Little time or effort with company,
recruits left on their own

Sloppy, dirty, bad sppearance
Intoxicated, drank to excess
Cheated, relied on personal contects
Shouted at men, sbusive, profane

Made detrimental remarks about Navy sys-
tem or superiors, a chronic griper

Didn't knov how to enforce discipline
Poorly indoctrinated, didn't know Jjob

Drove recruits, mistreated them, 4id
not consider them as human baings

Don't knov any

& 388
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TABLE 6

Responses to:

"What characteristics would make & man & poor

prospect for company commander duty?"”

Response Category Number (n=287)

Ingufficient interest in company com-

mander duty, Jjust a job to him, does

not wvant to be a company commander 80 28
Temperamentally uvnsuited, not patient,

bad temper, emotionally unstable TS 26
Sloppy, dirty, poor military bearing 69 24
Heavy drinker G 22
lagy, puts in little effort or time 39 1k
Dishonest, a cheater, plays favorites 37 13
Bad leader or instructor, incompetent,

inexperienced at handling men 35 12
Resorts to shouting or profanity,

unable %o give orders calmly 19 T
Poor home life 17 6
Poor attitude towards Navy 16 6
Poor physical condition 15 5
Bad background in previous duty % 5
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Since each of the respondents to the svrvey had a limited
circle of acquaintances from whom to select "the least effective
company commander you have known" it cannot de assumed that all
respondente were deseribing a single or even a very few disinter-
ested, slovenly, abusive, alccholic or dishonest company com-
manders. Whst the exact percentage may be cannot be determined.
Bowever, from the frequency and variety of unfavorable descrip-
tions given of actual rather than hypothetical individuals, it
can be concluded that there are at least e small but significant
mmber of undesirables aewmuemwmndauatm
Recruit Training Command.

Men described as "sloppy” or "cheaters,” are probebly
not the beat persons to indoctrinate recruite; men described
as "intoxicated" or "abusive" are poor examples in light of
the moral qualities the Navy hopes to inculcate in the young
recruits. Thus, it is essential that men vho possess these
unfavorable characteristies be eliminated from the recruit
training command if the Havy wishes to avoid the serious risks
their presence as company coumsaders involves.

e¢. Physical fitness requirements. Since the need for special
physical fitness reguirements was repeatedly voiced in preliminary
discugssions with company commanders, even though they d4id not in-
dicate it on their preliminary survey sheet, in describing good
* or poor company commanders, this matter was explored by a separate
question. In response to the question, "Do you feel that there
should be specizal physical fitness requirements for selsction to
company commander duty?" PFifty-nine per cent ansvered "yes," and
b1 per cent answered "mo."” A major objection raised in discus-
eing this guestion was that under the present system physically
wmqualified men vere assigned to "soft" jobs. Thus, the chief
vio has kept himself physically £it is presented with long hours
and arduous duty, while his soft, unfit counterpart puts in a
shorter and mors leisurely day.

Paysical fitness requirements are deseribed largely in
terms of sound feet, legs and back. Adeguate stamine is also

implied, since it is indicated that the recruit company com-
mander should be able to do everything his men do. Response
categories and frequencies for these and other comments will
be found in Table 7.




TABLE 7

Responses to:
"Do you feel that there should be special physical fitness
requirements for selection to company commander duty? *
Yes___ No___  If yes, discuss.”

P T T SR T e L e R T e R e I R i S A P S RO L A Y i R SRR R T

Per Cent®
Response Category Tumber (N=169)
If not fit, send back to fleet, object
to men being disqualified for physical
reasons and sitting eround L5 27
A recruit company commander should be
eble to do everything his men do 19 1
Sound feet, legs, back, required 18 1
Considerable marching and walking
roquired 18 1n
Should be emotionally or mentally £it 18 11
Should have good military bearing and %
appearance 17 10
A restatement of the necessity of >
physical exam requirements 33 20

#Pifty-nine per cent (169) responded "yss" to the guestion.

3. Evalustion of Company Commander Performance

Tor the purposes of the present project it is necessary to
have relizble and meaningful criteria asgainst vhich to validate
measures of personal traits Jjudged to be importent in selectionm.
A first, economical step towards this goal would involve a de-
termination of the utility of the present evalustion system for
this purpose.

It was discovered in preliminary discussions with company

commanders that the present evaluation system might be far from
scceptable for criterion use. Thus, several questions were

12



introduced in the present survey form %o obtain information re-
garding the present system end also regarding factors that might
be incorporated into a research criterion if such development
vere decmed necessary.

A guestion was aimed at determining whether the company
commander understands the present system of evaluation. It wes
‘Telt important to determine hic understanding of the system in
order o0 gauge the validity of his criticisms of it. Thiz was
followed by & guestion regarding wesknesses in the present
syster.

The company commander vas next asked how he personally felt
company ccumanders should be evaluated, and vhat sorts of things
should be considered in Jjudging a compeny commander. This ques-
tion was complementary to that ssking ebout weaknesses in the
present system and, in effect, sought positive suggestions
regarding company commender evaluation.

Tewards the end of the survey form, the company commander
was asked, "What do you, personally, eim at in pushing a company?
What sorts of objectives do you try to achieve?" This question
attempted to obtein a statement of personal objectives of the
individvel company commander divorced, @s far as possible, from
a stereotyped reproduction of official pronouncements.

a. Knowledge of evaluation system. While the guestion,
"Woat system is at present being used to evaluate company com-
manders?” was interpreted ia seversl ways, almost all respondents
described relevant aspects of the present cvaluetion system. Re-
sponse cagegories with percent of respondents in each ars presented
in Table O.

It is of interest to note that 11 per cent of these ex
perienced company commanders indicated that they did not know
what the precent system i3, Furtharmore, & per cemt of the group
chose %o eriticize rather than describe the present system by
stating that evaluation was in terms of personal biases of the
svaluator.

b. Weakness in the present evaluation system. When asked
"Would you say there are any weaknegses in the way eompeny com-
manders are being evaluated?” 61 per cent of the respondents
answered "yes," 5 per cent answered "no" and 3% per cent answered
"don't know.” Those ansvering "yes" were asked to describe these
weaknesses.

13




TABLE 8

Responses to:
"What system is at present being used to
evaluvate company commanders?”

Response Category Frequency (v=287)

On his company's marks, recruit per-

formance, compeny stending, flags nk o)
By the battalion coumander 93 33
In terms of personal biases of the

evaluator 23 8
On hic attitudes, military bearing

and personal qualities 21 :
On the performance evaluation

sheet, 4.0 system 18 6
By the battalion and regimental

commanders 17 6
By the Training Evaluation Depart-

ment 15 5
Don't know 31 13

Present techniques of evaluation were rather seriously
criticized and, as may be scen in Table 9, there was consider-
able agresment in these eriticisms.

Twenty-seven per cent of the respondents indicated that
battalion commanders weres not in a position to validly evaluate
the company commander. This was ascribed to the battalion com-
menders® having insufficient contact with all company commanders
under them, and in some instances, lacking familiarity with re-
cruit training. Twenty per cent specified that the present
system of evaluation was unfair.

ik



TABLE 9

Responges to:
"Would you say there are any weaknesses in the wey
company commanders are being evaluated? If Yes,
vhat sorts of things do you have in mind?"

W
Per Cent of Respond-
Fre- ents Answering "Yes"

Item Mentioned quency (N = 176)

0fficers are not qualified to
evaluate. Don't have enough
information or contact with
company commanders 48 a7

Crades are unfair. Personal
preferences and subjective
biases operate 36 20

The company commander should
be evalvated on his own
performance, rather than
on his company's performance 30 17

Evaluation of the company come
mander is dependent wpon
initial caliber of recruits
aseigned to him 25 b

Training FEvaluation Department
does not give an accurate
picture of the coupany com-
mander 13 T

Instances were reported vhere favoritism was exerted by
teans doing the evaluating. liembers of these teams were occa-
sionally in the position of evaluating company commanders who
would be evaluating them in the future. Thus, "evaluation” in
these instances became a matter of "I'll scrateh your back and
you scratch mine.”

Seventeen per cent of the respondents specified that
the compeny commander should be evalusted on his own behavior
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rather than on his company‘'s performence, since the quality of
men from company to company often varied considerably. In some
instances this inequity resulted in the company commander's en-
couraging the recruit to cheat on objective examinations to
enable the company to meke a goocd showing.

¢c. Recommended factors in evaluation. In describing factors
on vhich company commenders should be evaluated, it was repeatedly
pointed out that the evaluation should be of the company commander
himself, and not of the company. As may be noted in Table 10, the
three most frequently mentioned characteristics on vhich evalua-
tion should be based were the company commander's appearance, his
attitude, and the conscientiousness with which he 4id his job.

TABLE 10

Responses to:
"How 40 you, personally, feel company commanders should
be evaluated? What sorts of things should be
considered in Judging a company commandert”

Per Cent
Response Category Number (n=287)
His appearance s 26
His attitude 58 i7
His performance, effort, work, time
spent with company 47 16
Company performance, marks; present sys-
tem as 1s, or with minor changes b6 16
His ability to handle men; leadership b1 1
The type of sailors he turns out 38 13
The discipline of recruits, especially
vhen he isn't there 27 )
His own merits rather than on his
company's marks 25 9
By qualified officers who observe the
company and company commander 18 6
The cleanlivess and appearance of
recruits 13 5
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The respective percentages for these cheracteristics were 26, 17
and 16. Only 16 per cent of the respondents indicated that eval-
uation should be made on factors that are presently used.

) There are two reasons why the majority of the company
commanders objected to the present system. The first of these
is that differences in caliber among companies exist which render
evalvation of the company commsnders by company performance une
fair. The second is the feeling on the part of the company
commanders that while they had the responsibility for discipling
their recruits, their authority to do so was most limited. The
last point will be discussed later.

4. Aims of the commander. The most frequently
stated aim of the company ers (bb per cent) was to help
effect the transition of the recrults from civilians to sailors.
(See Table 11.)

Thirty-five per cent specified the teaching of cleanli-
ness and neatness, 27 per cent the teaching of diseipline and
respect, and 22 per cent the teaching of self-reliance. The in-
culcation of moral qualities such as honaesty, truthfulness and
industriousness was specified by 21 per cent of the group. It
is of interest to note that only 10 per cent specified good marks
or getting a top compeny rating as persomal aims. In fact, S per
cent explieitly stated that their gosl did not involve these ob-

Jectives.
b. Pactors Affecting Company Commsnder Performence

a. Attitudes towards recrunit commnander duty. The
attitude that an individwal tovards a pew duty cannot help
but influence his performance in that duty. Preliminery discus-
sions indicated that the general opinion in the fleet was that
company ccmmander duty was undesirable and that its only merit
was that of a shore billet. Thus, the question was asked,
"Before assignment to NTC, did you consider pushing companies
to be good duty?”

7



TABLE 11

Regponses to:

"What do you, personally, aim at in pushing e company?
Whet sorts of objectives do you try to achieve?”

Response Category Number (w=287)

To moke gocd sailors; prepare them for

ghipboard 1ife; turm civilisns into

sailors 125 Lk
To teach cleanliness, ncatiness 101 35
To teach discipline, respect,

obedience ‘ ' + v 4 27
To teach self-reliance; enmable men to

talke cave of themselves 62 22
To instill moral qualities such as

honeaty, truthfulness, industri-

ousness 60 21
To turn out sailors who will like the

Navy end have pride in it b1 i
To turn cut a sailor that one would

be prowd to have in his division 33 12
To teach teamwork 29 10
To aim for good marks; get top

eompany 10
To pass on naval knowledge; details

of Nevy life’ 19  §
To push average company; to get through;

40 disregard marks in pushing 1 5
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As may be seen in Table 12, 27 per cent of the group con-
gidered the duty to be desirable, 33 per cent considered it to be
somewhat undesirable, but only 8 per cent considered it to be
very undesirable. Thus, it caonot be said that the attitude of
the prospective company commender is unfavorable prior to his
reporting to the Training Center.

TAEBLE 12
Respenses o3

"Before assignment to NTC did you consider
pushing companies to be good duty?”

T T T P Y TS 5 S e T e e T £ R S SR PO e A S Ty

Pey Cent

Response Category Tumber (n=267)
Very desirable 16 6
Desirable 59 21
Somevhat undesirable 95 33
Very undesirable 22 8
Hadn't thought about it 95 33
Total 287 100

Table 13 reflects the recruit company commander's
present attitude towards pushing companies. Thirty-four per
cent indicated that they enjoyed it very much, while only 16 per
cent specified that did not enjoy it at all. The same trend
is reflected in Table 14 which asked the company commander how
many es he would like to push in & r of duty.
The mmber,thmemnies,msmm%mcgnt.
Sixty-six per cent indicated that they would like to push 3 or
more companies. This informetion is particularly significant
- vhen compared with the information in Table 2 vhich shows that
only 10 per cent of the present group have pushed 3 or more
companies. Thus, it must be considered that for the population
under investigation, company commender duty is relatively popular.
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TABLE 13

Resgponses to:
"Do you enjoy puehing compenies?”

Repponse Category Number (v=287)
Very much a7 3b
Somewhst 143 50
Vot at a1l 47 16
Total 287 100

TABLE 1k
Responges to:

"If you had your choice, how many companies would
you like to push in a three year tour of duty?"

Specified Thunber (m=287)
0 23 8
1 1 0
2 T2 25
3 13 39
b 17 6
5 10 3
6 a7 )
7 i 0 )
& - 1
9 3 1l
10 10 3
No anaver o 3
Total 287 100




A reflection of the attitude of the company commender
towards his duty may be obtained by asking him to compare it
with other duties with which he is familiar. To this end, the
company commander was asked whether his present Job was more
difficult or easier than other jobs that he had held, and in
vhat respects. Fifty per cent of the respondents specified
that recruit company commander duty was harder than other
duty they bad held. Twelve per cent specified that it vas
easier. The remainder of the group tock a position somewhere
in between. Fectors vhich make the company commander Job
harder or easier are listed in Table 15. "Long hours” is by
far the most frequently mentioned reason wvhy company commander
duty is harder, being indicated by 24 per cent of the group.

TABLE 15

Reasponaes to:

"Is the job of recruit company commander herder or easier
in other respects than the other Jobs you have had in
the Havy? What are some of the things
vhich make the jJob hard or easy?”

Regponse Category ‘ Number (N=287)

Takes & lot of time; long hours (5] b
Provides more job satisfaction 40 1
Marching, physical demands 35 12
Difficult to enforece discipline without

endangering one's rate; court mertial 30 S}
It is a complex, demanding Job; requires

one to be alert at all times 27 9
Requires more responsibility, patience,

ete., than other jJobs 25
Poor gquality of some recruits 18 6
Too much interference or pressure from

above 16 6
Geta easier after learning routine 1% 5
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The physical demands of the job were considered to make it harder

by 12 per cent, while administrative problems in enforcing dis-

cipline wvas mentioned by 1l per cent. On the other hand, 14 per

cent of the group felt that the job was easler im that it pro- -
vided greater Job satisfaction to the company commander then did

their previous assigmments.

b. Problems associated with company commander duty. In
earlier discussions with company commanders the following pro-
blems were mentioned es being prevalent:

(a) Recruit company commanders had serious difficulties
in enforcing discipline. (b) The present rotational system
(avea, company, area, etc.) was undesirable. (c) The company
commanders' wives hed & highly negative attitude towards this
duty. (d) Relstionships between battalion coumanders and com-
pany commenders were less than optimal. (e) The evaluation
system lacked velidity., (£) Physical requirements were needed
for company commanders.

These had been mentioned by the company commanders them-
selves as possible problems. It was desired to guestion the
company commanders in the survey regarding them to determine how
widespresd they might be. A general guestion vas introduced at
the beginning of the questionneire asking vhat difficulties the
company commander hes had in pushing companies. In this way an
indication of the frequency with which the problems would be
mentioned spontaneously was obtained. In addition, scattered
throughout the remainder of the guestionnaire were specific v
questions referring to discipline, the rotation system, wives'
attitudes, and relationships with the battalion commanders.

Two consecutive questions were asked of the company
commanders regarding problems they had pushing companies. The
£irst asked about their main problem; the second asked about
other problems. However, many company commanders chose to write
continuously from the first to the second questions. Thus, the
data from the two questions vere analysed together. Table 16
lists the problems mentioned by the company commanders with per-
cent of mention.

It is striking to note that 42 per cent of the company
commnders specified a lack of authority to enforce discipline
or no backing in its enforcement. Twenty-seven per cent com-
plained about relationships with battalion commanders or staff
personnel. Twenty-six per cent specified over-long hours or

2Ihe last two problems were discussed previously and will
not be covered here.



TABLE 16

Responses to:
"What, would you say, is the main problem you have hed in
pushing companies? What other difficulties, if any,

have you hed in pushing companies?”

Per Cent
Response Category Number (n=287)

No authority to enforce discipline, must

baby recruits, no dacking in digeipline 119 b2
Interference from above, no cooperation

from officers, Training Evaluation

Department, or staff personnel T 27
Too little spare time, must spend own

time with company, schedules too tight 75 26
Unfair evaluation practices, favoritism

in ingpections, cheating in tests,

have to cheat to get by 38 13
Unnecessary classes, ingpections, &p-

pointments interfere with training 33 12
Misfits or low caliber men, Qifficult

to get rid of misfits, get “drops”

from other companies 29 10
Too much paper work 28 10
Difficult to motivate men under present

marking system, competition is between

company commanders rather than companies 2b 8
Difficulty in getting started with first

company 15 5
Not enough time for forming company ) 13 5




teo 1little spare time, while 13 per cent spoatanccusly criticised
aveluation practices. Among other problems mentioned were inter-
Pference wita training schedule (12 per cent), presence of misfits
{10 per cent) and too much paper work (10 per cent). o

(1) Discipline. In ansver to the guestion as to whether
the compeany commnders had eny problems enforeing discipline, 37 g
per cent merked "yes,” 50 per cent marked "mo,” and 4 per cent
did not answer. This 37 per cent agrees with the 42 per cent of
Table 16 because of the broader nature of the question in Table 16.
As mey be noted in Table 17, foremost among the problems cited by
the 107 company commenders who answered, "yes,"” was that of insuf-
ficient authority (22 per cent).

TABLE 17

Responses to:
"As a recruit company commander did you have any problems
in enforeing or administering discipline?
Yes No If yes, discuss.”

Per Cent of those
answering “gee"
Response Category Humber (N = 107 ”

Company ccmmnder restricted in
authority to administer dis-
cipline 24 22

o backing; battelion commanders
do not enforce discipline, are
ineffactual 20 19

No way of punishing minor in-
fractions; demerit system

does not work 18 17
Reeruits run to parents,

chaplains 12 11
There are a few problem essée in

every company 9 8 > %
Too much red tape in getting

infractions punished [ 6 v




Nineteen per cent complained about lack of backing
by the battalion commanders, while 17 per cent specified that
there was no wvay of punishing minor infrections. The yecruits!
mewmmmwnm

‘ (Mm. In suswer to the guestion "Do you
like the systen alternating erea duty and company
comnander duty?"” 82 per cent checked "yes,” 13 per cont checked
"n0," end 5 per cent gave no opinion. In answver to the question,
"Could you suggest any changes in this system which might make
recruit training more effective or meke the job easier?” only
49 per cent had something to say. However, these remarks were
largely irrelevant or in support of the present rotationsl sys-
tem. TFor this resson, results are not pressntad in tabuler
form. The only relevant remazi:s made by mere than 5 per cent
of the group were that pushing coupanies should be entirely
voluntary (8 per cent) and that compeny commnders should push
companics before having arca duty (7 per cent). The results of
this survey indlcated that the rotationzl system is not & source

of problems, contrary to the original hypothesis.

{3) Wives® attitudes. Two hundved sixty-two of the come
pany ecumenders indicated thet they were married and that their
wives were living with them. This growp wes very Lfluent in ex~
pressing what they felt to be their wives' sttitudeos towrds
their present duty essigament.

As showa in Toble 18; 27 per cent indicated that
thelr wives passively accept any duty that they night be given.
In many of these instances, it was simply specified "che is a
good Navy wife.” However, 18 per cent of the recrult company
commanders indicated that thelr wives disliked or bated their
duty. In a very large proportion of these instances, violent
emotional reactions were reported with separations or near
diveorces mentionad in 11 instances. On the other hand, 15 per
ecent of the company commanders indicated that their wives ene
Joyed thelr present assignment, and were proud that their hushand
wag & recrult company commander. Six per cent simply stated that
their wives liked it because it was shore duby.

; There were a nunber of cotegorics of complaints cen-
tered about the hours that the compeny commnder must put in
uder the present system. In all, 32 per cent of the
cormanders reported thet their wives complained about these howrs,
particularly in thelr f£irst fow wesks of pushing & new company.
The hours not only ke the company comandey from his family, but
lef% him strained, tired and irritable. This did not mske for
the best family relationship. Specifically, 1T per cent of the
company comanders'! wives indicated the recyrult company commander

e



TABLE 18

Regponsges to:
", sedeseribe your wife's attitude toward your assignment
s a recrult company commander.”

W
Per Cent of those
living with Wives

Response Category Number (11 = 262)

Cood Navy wife, sccepts any Jjob re-
cruit company commander hes,
recruit company commander doesn't
bring problems home. (No stated
attitude on part of wife.) Ti 27

‘Dislikes or hates duty, tremendous
strain on her and family, re-
crult company commandey extremely
tired or irritable when home. b7 18

No complaints other than too little
time at home, dossa't get to eee
children, neglsct of social or
domestic responsibilities. luky 17

Enjoys it, prouvd of duty, inter-
ested in recruits problems, :
thinks it's good duty. 38 15

Vo complaints other than the long
hours during the first few weeks. 28 10
Likes it, becsuse it is shore duly. 6 6

Cooplains ebout the long hours and
physical and mental strain on the

recruit company commander. 13
Migecellanecus - | 2
Total 262 100

#*Pyenty-five are unmarried or are merried and not living
with their wives.



spent too little time at home, rarely got to see their children,
and were forced to neglect social and domestic responsibilities.
Ten per cent indicated that the only camplaint their wife had
long hours they had to put in vere unreasonable,
during the first fow weeks with a company. An
5 per cent complained sbout the long hours together
vith the physicel and mental strains resulting.

the 32

Conbining per cent of the complaints assoei-
ated with the company commander hours end the 18 per cent of
other more severe complaints, it may be seen that 50 per cent

(k) Relationghip with battelion commender. In order to
elicit discussion of the battalion commander's role without ‘
necegsarily encouraging criticism of it, the question, "In vhat
ways does the battallon commander influence a recruit company
commander's effectiveness?” was asked. It was placed at the end
of the survey sheet 80 @8 not to influence responses to earlier
questions.

This question was interpreted in two different ways
by the respondents. One group discussed what the battalion com-
mander could do, the second group discussed what the battalion
comnmander actually does. The responses to this guestion were

and are given in Table 19.

Thirty-five per cent of the respondents made comments
to whet the battalion commander could do. Thirteen per cent
muummmmmmuup,smmmmmm
ould hinder, and 17 per cent indicated that he was in a posi-
tion to help or hinder. In all these instances, the battalion
commander's backing or falling to back the company commander was
the eritieal issuwe. This backing wvas apparently most crucisl in
the matter of discipline. Cooperation or lack of it was also
‘repeatedly mentioned, suggesting the importance of a close har-
monicus working relationship between the officer and his men.

BRE

In describing vhat the battalion commander does do,
33 per cent of the respondents stated that he presently exerts
e negative influence or no influence on the company commander's
effectiveness. In this group, 1l per cent indicated that the
btattalion commander actually hindered or interfered with their
performance. /An additionsl 12 per cent specified a desire not
to be superviged by the battalion commander, while 10 per cent
indicated that the battelion coumander had no influence on the

27




TABLE 19

Responsecs to:

"In vhat ways does the battalion commander influence

a recruit company commander's effectiveness?”

T AT 2 2 Y R T S D B 22, F S S e T 3 T M S R T s e A
Per Cent

(w=287)

Response Category

Number

Can help or hinder, depends on amount of

backing he gives recruit company com-

mander, smount of assistance in discip-

line cases, cooperation with recruit
conpany commander, can either make or
break a conpany. . o

Can help recrult company commander by
becking him, offering assistance when
needed, by cooperating with the re-
crult company conmander, by enforcing
diseipline

Should leave recrult company commgnder
alone, not bother him, serves little
or no useful purpose

Hinders the recruit company commander,
interferes with him, plays favorites,
the battalion commander isn't needed

None, no influence

Can hinder the recrult company cccmander

by not cooperating, by exerting con-
stant threats, by not becking him up

By setting example, gives men ides of
officers, commanding officers, chain
of commnd, helps the recxruit company
commander in dealing with problem
recrults, discipline cases

No angwer

Misecsllanecus

38

8 ®

&

a7

10

10
18

Total

-%;?3\'85
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company commander's effectivensss. In contrast, only 4 per cent
of the respondents stated that the battalion commader actually
helps the company commander in dealing with problem cases or
discipline.

In general, the conpeny commnder fecls that some
battalion commanders are not sufficiently experienced to perform
thelr Job edequately, oz that they do not have sufficient know-
ledge of the Favy or of company commander duty to do so.

mmo ’_‘i.vn'.“\ Ol Te e .1z an. w tion *
mmtmmwmwmtwmao
a better job. It wvas believed that administrative changes might
improve ccupany commander effectivencss as much as improved
salection devices would. Thus, a guestion asking for such re-
conmendations wvas included in the survey form. Responses to
this question are presented in Table 20.

It mey be seen that the changes recommended are aimed
at remedying problems mentionad repestedly throughout the survey
form. For exmmple, 40 per cent of the group recommended greater
authority to enforce discipline; 14 per cent reccommended the
elimination of the competitive marking system. A listing of
recomuendations made by 2 per cent or more of the company come-
nanders is presented in Table 20 for informational purposes.




TABLE 20

Responges to:

"what changes, if any, in recruit training would help the
company commander do @ better job?"

w

Regponse Category

Mumber

Per Cent
(n=287)

More authority over recruits more £freedom
to enforce diseipline; more backing

Eliminate competitive marking system,
Training Evaluation Depertment: meke
merking system objective; eliminate
competition on composite exam

More company commander periods, review
time, particularly in early phages of
training B e

Confine reecruits during training; no
visitors; more control over liberty

More help; two company commanders, @s-
sistants, especislly in beginning

Classificetion, tasting, dental work,
clothes lesue ete. before company is
formed; more time for forming

Less interforence from above (officers,

chaplains, Training Evaluvation Depart-
ment)

Lay stress on useful sudbjects; less
emphesis on competitive marks

Botter plenning of recruit schedules;
more time; longsr period of training

Better indoctrination of battalicn com-
manders; bave them observe companies
in training

Less interference from parents, public,
ete.

More careful screening of recruits; don't
place low quality men in eompsny

Fliminate or cut doun paperwori

13

35

7

40

b
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D. SUMMARY OF RESULTS

A survey form was administered to 287 experienced recruit
company commanders at the Naval Training Center, San Diego on
26 March 1957 to identify factors related to successful company
commander performance. Responses to the survey are summariged
below. :

1. Characteristics of Effective and Ineffective Reeruit m

Commanders

No unusual or unsuspected traits were found to be important
for recruit company commander effectiveness. The characteristics
mentioned were cnes which often appear in leadership studies.

The best company commenders were described as being conscientious,
understanding of recruit problems, able to enforce discipline, of
good appearance, patient, good leaders, enjoying working with
recruits, proper in speech, honest, and as identifying with the
Navy. The least effective company commanders were described as
lacking interest in their companies, poor in appearance, lacking
responsibility, heavy drinkers, dishonest,; abusive in speech, and
as having a poor attitude toward the Navy.

2. The Feasibility of Development of Selection Procedures

It would be feasible to develop improved selection instru-
ments and procedures only if the input of petty officers to the
Recruit Training Command includes & significant proportion of
individuals who will perform unsuccessfully as company commanders.
It may be concluded from couments made in describing sctual com-
pany commanders that there are at least a small but significant
number serving in this duty who possess some of the traits char-
acterizing ineffective company commanders. This evidence suggests
that the development of improved selection instruments or pro-
cedures would be both feasible and valuable.

3. Physical Fitness Requirements

The majority of the respondents pointed out the importance
of physical fitness requirements for company commander duty,
since the company commander must literally keep pace with his
men.

4. The Present Evaluation System

The present evaluation system was subjected to serious cri-
ticisms by a large proportion of the company commanders. Offi-
cers were reported as having insufficient contact with company
coumanders to make valid evaluvations. Favoritism and bias
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entered into inspecticns. The caliber of men varied too greatly
among ccmpanies to permit the evaluation of the company commander
on the basis of his compeny's performance.

5. Attitudes Towards Recruit Company Cormander Duty

Recruit company commander duty is considered to be desirable
duty, per se, by the large majority of respondents. However,
certain modifiable aspects of the duty detract both from its
desirability and the company commander's effectiveness.

6. Problems in Enforeing Discipline

The recruit company conmander feels he has littls authority
to enforce discipline, or is not backed up in diseiplinary mat-
ters by the battalion commander. He also feels that effective
means of punishing minor infractions are nceded.

T. The Pregent Alternating System

The present system of slternating area and company commander
duty is strongly endorsed.

8. Recruit Commanders' Wives' Attitudes

Most Havy wives accept or like their husbands' duty. How-
ever, many bitterly complain about strain on family life occa-
sioned by overly long hours.

9. Attitudes Toward the Battalion Commander

According to & large mumber of respondents, relationships
between the batialion ccamander snd his company commanders are
less than optimsl. Some company commenders indieate that they
are not backed in disciplinary matters, and that battalion come-
manders are not sufficiently acquainted with company commandey

duty to be as helpful as they might.

E. CONCLUSIONS

0a the basis of the present findings 1t appears feasible to
develop an instrument that will help in the selection of recruit
company commanders. The repeated mention of personality factors
would suggest the value of trying out a personality test as a
predictor. A supplementary biographieal information blank would
also be worth investigating. An investigation of physical dis-
ebilities disqualifying for company commander duty should also
be undertaken. However, the validation of any selection instru-
ments or standards should not be undertaken without concurrent
development of realistic criterie.
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P, OPERATIONAL RECOMMENDATIONS

]
]

the recommendations made by the company commanders
arising from a consideration of problems mentioned, should,
this tine, be considered as tentative pending further inves-
igation. FKowever, certain others of these recommendations ave

1. Physical requirements should be established for assignment
of men to the Recruit Training Command for company commander
duty.

2. Men found to be physically unfit should not be given the
more desirable rotational assignments st the Recruit Training
Command .

3. Intemparate or excessive use of aleohol should disqualify a
men from consideration for recruit company commmander duty.

b. Company commanders should be evaluated on their own perfor-
mance rather than on their company‘'s performance. PFactors such

as appearance, military bearing, and time and effort spent with
company should be considered.

5. Duty hours should de reduced to that of other instructors
&t Recruit Training Command. This may be done by providing two
company cammanders for each company.

6. The present system of altermating area and company commander
duty should be retained.

T. Steps should be taken to improve relationships between
battalion commnders and thsir company commanders.

G. RESEARCH RECOMMENDATIONS

1. Selection techniques for screening out irresponsible, physi-
cally unfit, emotionally unstable, or ummotivated candidates for
recruit company commander duty should be developed.

2. Research aimed at the development of reliable recruit company
commander evaluation techniques for validation of selection de-
vices should be performed.




APPENDIX A

Copy of Letter from Commanding Officer, Recruit Training Command,
U. 8, Naval Training Center, San Diego 33, California

20.1:REL: Jt
p16-3/1
Sers

21 Jun 1956

From: Commanding Officer, Reeruvit Training Command, U. S. Naval
Training Center, San Diego 33, Califorais

To: Chief of Naval Personnel

Via: (1) Commander, U. 8. Naval Training Center, San Diego 33,
California
(2) 0fficer in Charge, Faval Personnel Research Field
Activity, San Diego 52, California

Subj: Megas of determining ability of pstiy officers to serve
as company ccummenders

1. Approximstely 2,100 chief snd first class petty officers in
the three Recruit Training Commands are utilized in the training
program that effects each year & transition of 140,000 indivi-
duals from civilian 1ifs to Navy life.

2. It is belleved that at least eight percent of these petty
officers are unfit for duty as recruit company commanders. If
this ilg trve then this eight percent compounds to a consider-
able muber of naval personnel who have possibly been subjected
o maltroatment or at best, poor naval indoctrination.

3. ©Some of the factors that eppesr to meke a particular petty
cfficer unflit for duty are femily problems, lack of patience in
dealing with young men, inability to cope with a largs group of
yeung men as individuals, severe and exacting personality traits,
and age and length of time in the naval service. There are un-

doubtedly many othars.
k. Tocause the battalion commnders are relatively inexperi-

enced and becmause of the rapid turnover in these junior officer
billets adequate supervision for some of these marginal company

(Appendix continued on next page)
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APPENDIX A (continued)

comranders is not available at times. In view of the above it
ie requested that a study be made to determine the feasibility
of developing an instrument to be used in asgisting in the
selection of recruit company commanders.

H. J. CAMPBELL
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APPENDIX B
Capy of Reeruit Compeny Commander Survey Sheet




DO NOT PUT YOUR NAME OR ANY OTHER IDRWTIFYING INFORMATION ON THIS
FORM, il

RECRUIT COMPANY COVMANDFR SURVEY SHEET

The U.S. Naval Personnel Research Field Activity is making a
study of recruit company commanders. We believe that your ex-
perience as a company commander makes you especially well quali-
fied to describe this duty.

This survey is being performed for research purposes only.
Replies are to be anonymous. You are not to sign your name to
this survey sheet. Completed forms will not be seen by members
of the recruit training command. It is important that you ex-
press yourself freely, so that we can obtain an accurate picture
of the Job of recruit company communder.

¥When you have answered the questione, seal your form in the
accompanying envelope and put it in the box provided, where a
repregsentative of the U.S. Naval Personnel Research Field
Activity will pick it up.

During the periocd of this survey, please do not talk over
the questions with other recruit company commanders. We want to
get each individual's personal ideas.

If the space following each question is not large enough,
you may use the back of the page.

Il



How long have you been in the Navy? (in years)

What is your present rate (and rating)?

When did you begin your present tour of duty at NTC?
Month Year

How many compenies have you pushed? __ Are you now pushing &
company?

Did you request assigmment to NIC? Yes No

Did you request duty as & company commander? Yes No

When you first learned of your assignment to NTC, did you expect
to be & ccmpany commander?

Before assignment to NTC did you consider pushing companies to
be good duty? (check one)

very desirable
desirable

somevhat undesirable
very undesirable
____badn't thought sbout it

What, would you say, is the main problem you have had in pushing
companics? (Please discuss)

What other aifficulties, if any, have you had in pushing companies?

k2
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¥hat changes, 1f any, in recruit training would help the company
ecamander 4o a better Jjob?

Do you feel that there should be special physical fitness require-
mants for selection to company ccumander duty? Yes No
If yes, discuss.

)

the Job of recruit company commander harder or easier in other
the other jobs you have hed in the Navy? What are
of the things vhich make the job hard or casy?

A
]
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Have you had any arce duty? Yes o
Do you like the present system of alternating area duty and recrult
company commnder duty? Yes No

Could you suggest any changes in this system waich might make re=-
cruit training more effective, or make the job easier?

Do you enjoy pushing compenies? Very much _ Somewhat Fot at all
Ityonhadyourchoiee,howmnvcanpaniesml&mliketopuuh
in 8 three year tour of duty? (circle one mmber) O 1 2 3 &

s 6 7 8 9 10

Are you married? Yes Fo

If 80, how many children &o you have?
Ifywmmrried,ismmeherevithyout Tes Fo

If so, deseribe your wife's attitude toward your assigament as &

recruit company commander.




What system is at present being used to evaluate company come
manders? ~ (Please descride)

Wmmtheremanymamemthemcwm-
manderg are being evaluated? Yes No Don't know
If Yes, vhat sorts of things do you have in mind?

How do you, personally, feel company commanders should be eval-
uated? What sorts of things should be comsidered in judging a
company commender?

45




Taink of the best reeruit compeny commander you have known.
Deseribe him. What things did he do, what was there about him,
that mde)him an outstanding compeny commander? (Do not mention
his nawme.

" -



(o

3

of the least effective conmpany commander you have known.

Deseribs him. What things did he do, vhat was there about him

that
name .

Sndehimupooreempwmer. (Do not mention his
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In general, vhat characteristics make a top-notch company come
mander?

¥hat chavecteristics would make e man & poor prospect for company
commarder duty?



What do you, personally, aim at in pushing a compaay? What sorts
of cbjectives do you try to achieve?

As a reeruit coupany commander d4id you have any problems in en-
foreing or administering discipline? Yes Ro
I yes, discuss.

(L2

In vhat ways docs the battalion commander influencs & reeruit
conpany commader’s effectivancas?




