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Discussing prdfessionalism‘with a group of professioﬁals is‘much.like
discusging the aroma'of coffee with a group of Braziii&n doffee tasters,
Both professionalism and coffee aroma aré readily fecognizable by experts
in the respective fieids and can be graded accordingly. in neither‘case5
bhowever, is one'thereby prepared to define the concepts in question., Convinced
as I am that this modest observétion represents deep and abiding philosophiéal
problems in the théory of meaning, I do not presume in this_paper to attempt
to define proféssionalism. Instead I shall'aim et exploring one limifed
aspect of professionalism as it applies t06 the modern military. Specifically
I shall discuss thé_rélationship between military professionaiism and inte-
gritj, sugzesting that fhe truly unioue characteristics of ihe‘professional
military officer lie precisely in the values that he holds and Fhus intersect
what we commoniy consider to belhis integrity. Most of my.examples will be
drawn from experiences internal to the Air Force. Neverfhglesé, i hope that
the remarks will be broad enough so as to find application in the sister

services,

The Nature of Professionélism

Let me preface my discussion with fhe drawing of severai perhaps obvious
but still vifal distinctions, with regérd to the coﬁcépt of professionalism‘
itself. There are at least two distinct senses in which we speak of this con-
cept. In the first sense professionalism connotes excellent.performance in
one's job, In this sense; cutting across all spheres of expertise and all
categories of occupation, one c=n envision the somewhat extreme case of a
prostitute being 'professional! in much the same menner as the most respected _

Supreme Court Justice is 'professional': namely, where they have both mastered
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the nuances'of their frades, are equally conscientious and devoted_in per-
forming their respective jobs, and both take pride in their work, In an age
where merely adeouate performance has come to be regarded as a kind of excellence,
it would be inviting to dwell at some 1enﬁth on this initial sense of the
professionalism' idiom. I shall reqist that temptation, however, for I
would suggest that this first sense of the phrase is not central to the cen-
tury and three-cuarters old debate in the United States mllitary on what con-
stitutes military professionalism.

The really central issue around which this debate has been structured has
been largely 1dent1f1ed in the seminal work of Professor Samuel P, Huntington

of Harvard University in. his 1957 book The Soldier and the S’cate.1 Huntington

contends, as I am sure you all ere aware, that_any profession is characterized
as a vocation apart from other vocations bj three kinds of characteristics:
expertise, corporateness, and responsibility. Let me expand on these cate-
gories for a;moment. Expertise, Huntinnton arsues, is the specialigzed skill
and knowledge that a practitioner of the orofession ('a profess:onal') possesses,
Anclyinp this category to the military, Huntington then advances the controversial
thesis that 1t is precisely in the area of expertise that the military profession
differs from all other professions. Using a phrase originally coined by
Harold Lasswell, Huntington contends that the specific expertise of‘officership
is "the management of violence." This skill constitutes, he argues, -the
1identifying feature of the professional military man.

I do not propose_to retread at iengtn the semantic battleground on which
the controversy concerning that thesis has raged. I shall merely advance

three general types of arguments whichvlead;me to believe that Professor
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.Huntington is wrong.in his thesis, but wrong in.an illuminating way. _First,
' as'ﬁas been eloduently argued elsewhere by men such as Bradford and Murphy,
. the.phrase "management of vﬁélence" is too nerrow to capture the range of
'taské'that 8 modérn‘miliﬁary careér officer can reasonabiy>bé expected,to
perform in his professional chyacity during his career.2 Hunfington has
simply adOpted too narrow-a criterion bf military professionalism, thereby
missingbthose politico-éocial functions of the modern milifary which have
formed so major a part of its role in the pést two deéades. ;
Second, many tasks of the modern military officer cannbt frﬁitfully'be
explicated by the "management of violence'" idiom. To begin with, a lasrger
portibn by far of modern Air Force activity 'is devoted to "organizing, training,
and equipping air forces" than is to "the conduct 6f prompt and sustained
combat-dperatioﬁs iﬁ the air." This is by no means a deniai of thé directing
importaﬁce cf the éomﬁat ethic —- the re.alization that the final goal of all
Air Force acitivities in peacetime is victory in combat in pufsuit of légiti—
mate political goals or, perhaps more importantly in a nucle;r age, the
assured threaﬁ of victory in combat, should such combat ever result, It is,
instead, a commentary on the implications of the modern military enﬁironment.
Even if combaf never again occurs,‘even if the United States never finds it
.necessary to fighf.énother war, it nevertheless remains true that the tasks

now being performed by military officers remain just as much a menifestation

of professionalism as if they were being called upon to actually 'manage
violence' -~ i,e., to fight and direct fighting. In other words, one need
never actuslize the management of violence to be a military professionalism,

but need only satisfy the somewhat weaker condition of preparing for the

management of violence to be so counted. This implies, I would suggest, that

3 : , .
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there is something strange about saying that.tgé management of violence’is a
necessary (and perhaps sufficient) conditionvof'one{s being counted a military
professional, . ' 3 | |
Moreover, I would argue that many militany officers in combat environments
wnile not 'managing violence' in the ordinany meaning of the phrase arevneverthe-
less engaged in professional military purSuits and are thereby'to be counted as
profess1onals in the fullest meaning of the! phrase. Consider, for instance,
_those support persormel at air bases in Thailand at the height of the "Rolling
Thunder" Air Campaign, directed against North Vietnam. If\we gelect the position
of the Tactical Fighter_Wing Combat Intelligence'Officer as_perhsps being repre-
sentative of many other support functions, %e find the following, An officer in
this positionbwas.not managing violence, although his nilitary activities
supported the mansgement of violence. It would only be'under the most extreme
conditions that he could be expected to be called upon to manage violence,
There were, as I recall, se;zral pistols available in the Wing Intelligence
Division, adjacent to the Combat OperationSuCenter and crew planning/briefing
rooms, at Takhli Royal Thai Air Base in the 1ate 1960'8. These pistols were
to be used in defense of classified documents, should Communist insurgents
somehow penetrate to the bowels of this otherwise heavily quarded headguarters
structure, One can envision some early morning scene.with insurgents pounding
on the locked doors of the Intelligence Division and w1th some young Lieutenant
superv1sing the distribution of the pistols to several sleepy airmen. This
would surely be an instance of menaging violence, but it seems rather silly to

try to argue that only on that one morning was_that Iieutenant a‘professional

military'man, while on the other three hundned and sixty four mornings of his

g 4 . o .
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Southeast Asian tou:_he wag not.

I need nét belabor this point, nor do I intend fo hang - the weight of my'
argument on this conceptual peg, It may well be that the senée of 'managing
violence' can be sufficiently exten&ed s0 aé to encompass fhe_sorts of peacetime
' and support functions that I discussed (as Huntington himself attempts to do),
but.Ivdoubt it; Leaving that consideration aéide, however, let me advance one
final argument. ‘If the management of violence“is the disfinguishing feature of
the military brofeséion which sets it apart from other.professions, theﬁ it
should be the case that no other profession possesses just that featuré. There
is, I would contend,.at least one other profession in thé American tradition
which also is expert in managiﬁg violence: this is the police pfofession. If
that term be too Broad, lét us focus our attention on one segment of the overall
'police! profession which does seem to possess those qualities of what Hunting-
“ton calls ay'bureaucnatic prpfeggiom'z nemely, the Federal Bureau of Investigation
(FBI1). | |

Poiitical philosophers have long noted that so far as the legitimacy of
the exercise of’coefcive‘violence by the state is concerned, 1ittle (if any)
theoretical distinction exists between internal and external exercise of that
violence - i.e., between the police poweré and the War-makiﬁg powers of the
state. Thus, vhile its task may be geographically more circumspecf then that
of the militery snd while the degree of violence norﬁally emﬁloyed mey be less,
the FBI is nevertheless concerned in its professional capacity with the management
of violence, Indeed, there are those who argue that in the modern world, it is
the military instrument that is more coming to>resemble the police instrument of

3

the state, and not vice versa.” Nevertheless, the point I am making is thisg

5
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if we are fo count the 'managément of violence' as;zgg idénfifying featuré of
the profeséion in question, fhen no logicai;diéfinctidh remains betﬁeen the
military ,na the FBI in terms of their profesﬁsio‘nall status, While this does
not necessarily entail any semantic absurdiﬁy, insbfar és éome.may feel quite
comfortable in speaking of the FBI as a parémilitafy organizétion o:rbfsthe.
military as a parapolice organization, there still seems to bé some residuai.
sense in which we dp.not went to characteriée the FBI as truly being.military,

and vice versa. It is to that residual senée that I now turn my attention,

Professional Commitmenf

My remarks thus far have not been intendéd to show that expertise in the

management of V1olence is not an important feature of the military profession;

I have merely aimed at showing that it is not the only feature of the military
profession nor, I shall now argue, the most important one., With the first of

these two contentions Professor Huntington would surely agree, for he also
!

discusses at lehgth corporateness and respoﬁsibility_in a military context.
| |

My contention is that these sorts of features, which are representative of the

value dimension of military professionalism,‘are the truly distinguishing

\
4 This 1s not an original insight by any

means, but the major impllcations of adopting this perspective have not, in my

features of the profession of arms,

opinion, been adequately eXplored to date, )
To begin with, one can note that the earl%est meaning of tﬁe term 'profession!
in the Engliéh languége had value connotatio%s,.as opposed to YtbE-being almerely.
descripti#e term. According to the unabridgéd edition of the Oxford English
Dictionsry, 'pfofessioh' was first used in tge English language (or at least had

its first reéorded use) in the thirteenth ce?tury, when the term was employed to
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denote the practice of one who had by declaratlon, promise, or vow entered into
a religious order, (We might note that this usage has survived in somewhat the
sanme form inté this century, in the sense that we speak of a profeGQ1on of
feith'). It was not until the sixteenth. cenfury that 'profession' began to
be used in the more de seriptive sense with which we are familiar° nemely (to
quote the Oxford anllsh Dictionary) that of "a vocation in which a professed
knowledge of some departmont of learning or science is used in its application
to the affairs of others or in the practice of an art founded upon it." I
discuss this distinction of meaning not to suggest that temporal span of usage
somehow ordaino ‘the most important meaning of a concept, but merely to note
an interesting etymological feature of the 'professidnf idiom, which I shall now
pursue, | |

Consider, for a moment, the root of the term 'professional’, In common with

the term 'professor'y, it carries the connotation of one who professes. Whereas

the professor only professes a claim to a specific body of knowledge or expertise,
however, the professional claims this expértise as well as professing a commit-
ment with social ramifications., In this sense, the professional is voluntarily
undertaking responsibilities, usually articulated in the form of an oath or
commission of office., And, as has been‘pointed out, the commitment'underfaken
has social import: e.g., the lawyer professes a oommitment to pfomote justice,
the doctor professes a cormitment to promote health and healing, the (college)
professor professes a commitment to the imparting of wisdom or truth, What,
then, does the military officer profess a commitment tolZ

Initially we might say that the officer's commitment is to defend the nation

against all enemies, foreign or domestiec. To examine what we mean'by this, however,

7 o
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it is necessary to consider another usefulfdistimetionbthat Hﬁntingtonvemploys.
Huntington distinguishes between two categ&ries of‘profeSSions. .The first type,
which he terms 'associationsl' professions,'are those in which one discharges
his profess1ona1 commitment by serv1ng 1ndimidual persons: the lawyer serves

his client, the doctor serves his patient, the professor serves his student,

and so forth, While there may eiistipmofessional capacities for members.of
these professions imvwhich service is not directe& toward individuals, it is
nevertheless the case that service to individuals is the centrally important way
in which en ass001ational professional exerc1ses his expertise,

By way of contrast to the associational profess1on, Huntington draws our
attention to what he terms 'burearcratic' profesSions. This profession-type is
one in which the profess1onal comitment 1s primarily discharged by serving
the society as a whole, and one thus is led to speak in such a context of
'service to the state!, - Examples of bureaucratic proféésidns“ are the Foreign
Service, the FBI, and (most relevant for our purposes) the military, or at
least the profess1onal officer corps.
| Professor Huntington's‘model of profession—types is usefpl,'tsen,-in determining
how the military is distinguished from all-other professions; Professional

commitment characterized as service to the state serves to distinguish it

from all assoclational professions, such as; medicine or law. And:as we shall

now see, the nature of the commitment also serves to distinguish the military
from the remaining professionel orgenizations, suoh as the‘FOreign Service or
the FBI, | | |
The military's professional commitment, it has been comtehded,tis unconditional,

both'in terms of geographical boundaries and personal reservations. The meaning

of this claim might be: clarified by cons1dering the following observations.

8 ‘ , ' ,
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In 1950 the Stearns-Eisenhower Committee, chartered by Secretary of Defense

- Forrestal to apply the lessons of American wartime experience to a feview

of the pre-commissioning programs at the service academies, issued a report in
which it was concluded that the professional commitment of officers must be

such that "loyalty to their ceuntry and to the cause to which it is committed
must be uneuestioned."5 Slightly more than e decade later but in much the

same tone, Lt.-General Sir John Winthibp Hackett in his Lees Knowles lectures
on "The Profession of Arms," given at Trinity College, Cambridge, said the
follow1ng: "The essential basis of the military life is the ordered application

of force under an unlimited liability. It is the unlimited liability which sets

the man who embrsces this life somewhat gpert."e And in a 1965 article in the

Air University Review, in‘which he reflected on his almost twenty years of
association with the Air Force, the Honorable Eugene M, Zuckert concluded:
"There is a binding force that mekes you part of an identifisble profession,
That force is made up of a great many elements...[including? a stern imperative

which, in itself, sets the military profession apart from all others —- the

total commitment to placeAyour‘responsibilities and duty to your country ahead

of personal convenience .or gain, or life itself."7

The Military Profession and Personal Integrity

If my arguments thus far have been eorrect, it‘would seem:that we have
arrived at the heart of the concept of professionaliem, so far as the issue of
military professionalism is concerned. Expertise relating to the menagement of
violence and, mere importantly, an unconditional commitment to service to
one's country characterize the nilitary profession., The conjunction of these
two concepts deploys a great deal of light on the concept of the profession of~

arms. Are there any implications of this view which puzzle us, however?
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Most public discussion of offloershlp whlch one encounters (and indeed, it
appears, most publlc discussion of any klnd of professionalism) supports the
notion that the ideal profes51onal man is a man of 1ntegr1ty.v Integrity,
like courage, is a term which in the 1ex1con of the Americen military tradition
has been ordalned to martial sainthood. Hence, conventlonal milltar& usage
sanctions the nearly tautologlcal truth that the truly profess1onal offlcer
is one whose 1ntegr1ty 1s_beyond question. What, though, do we mean by this :
seemingly simple but (at least to students of moral philosophy) terrlbly

.convoluted phrase, 'integrity'? I shall not attempt to exhaustlvely list

the subordinate concepts which are collecte@ in the net of the 'integrity'
idiom, Instegd, let me focos on three notions which, as‘shall be argued
shortly, seem to-lead to perplexing implicatione if the value of unconditional
commitment is adooted as the value dimensioo'of militery professionalism,

Those notions are reason, self-respect, endébeing true to>one'e sincere con-
victions. | o |

At first glance it mlght seem that one need not be a mature, fully rational
man in order to be a man of integrlty. Is it not the case that being true to
one's convictions, no matter what the reasops for which those convictions.
are'held, is all that is requiréd to make ooe a man of integrity? This queetion
has a long history in moral philosophy, and I shall in the present paper merely
sketch the broadest outline of the form that its answer takes. Brlefly, one
flnds that the elghteenth century phllosopher Immanuel Kant convinecingly argued
that it is not sufficient to simply do one's morsl duties in order to be counted
as a morally préisewOrthy man, which is roughly what we mean by a man of in-

tegrity. Kant contended that one must choose to do his duties for the right -
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sorts of ressons: namely, that he recogniges these duties to be rational demands

" placed upon his behavior and thus actively seeks_to cultivate a sense of duty,

e sense of respect for the moral reouirements that duty enfails.r Viewed from
this perspective, it becomes apparent that one cennot truly be a men of in-
tegrity unless he exercises his reason to the fullest extent that he can,.
Moreover, if one contlnues to employ the Kantien framework, he also finds that
a man cannot retain his integrity unless he has a deep sense of self-respeet
(or, to emnploy Kant's_idiom, a men cannot ha#e integrity.unless he treats himself
solely ss an end in itselﬁ"and neverras a means to an end only),

In its most abbreviated form, this sketch ihdioates fhe reasons ﬁhy I
argue that a man of integrity must be rationai, self;respectiné, and true
t0 his convictions, Taking those concepts in conjunction with the value of
wnconditional co#mitment, we find the following two puzzles emerging, First,'
does the unconditional commitment clause of the officer's professional ccnuract
mean that he must always be willing to fight to the death in combat in oxder
to maintgin‘his integrity?»“And second; does unconditional cormitment mean
that an officer must have uncuesfioning 1oya1ty'to the cause to which‘his
nation is commltted, W1thout any mental reservation whatsoever? ILet us brielliy
examine these ouestlons.

The first question arises when in attempts to define what is meant by
unconditional commitﬁent, it is suggested that the phrase simply connotés
that a professional military man is prepared to give up his life in service
to his country. In a sense this is true,'of course. But is it true only of
the militar& officer and not of other professional'men? A lawyer, for instahce,
may well feel professionally committed to defending a'publiely hated defendent,

even thoﬁgh the lawyer receives anonymous threats to kill him‘if he goes through
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with the defense and even if he assesses the probability of the threats being
' carrled out as’ relatlvely high.- To act otherwise would seem to be to do a
disservice.to justice, Slmilarly, a doctor treatln a8 rare disease may feel -
profe351onally responQ1b1e to carry throuph the treatment, even though he
' thereby rleks contracting the disease and dying. Such examples could be con- '
structed, I am confldent, for any of the profe831ons discussed in thle paper.
Is there, then, a real. dlstlnctlon between the professional offlcer and other
professionels, in the officer's readiness to die for his conntry? | ‘
.Onetmight respond at this point that the{reai difference lies in the nature
of the readiness to die. The lawyer or the doctor may be praised for his
_courage in the above examples, but are we really prepared to always and every-
where unequivocally condemn the lawyer or tne doctor who consciously elects
to serve only those clients whose causes_doh't‘involve the.threat of death
or personal harm, leaving the sgerving of cldents with déngerous cases to tne‘
braver members of his profession? At best we probably th:Lnk that the doctor
or the lawver has an 1mperfect duty to serve eny and all clients. SUch an
attltude toward servlce 1svan ideal to be,almed at, but it doesn't form the
lowest common denominator of their reSpectite professidns.' Bj eontrast, however;
any offlcer is under the strlct requlremente of the American Fighting Men's
Code of Conduct, and thus seems to be morally reouired to press his service to
the death. Indeed, a great deal of the current debate erising out of the
experiences of the POW's returnlng from North Korea (in the case of the Pueblo'
' crew) or from North Vletnam deals with Just thlq 1ssue. For the profe581onal
|
officer, what 1s meant by phrases like 'never surrender of your ovm free will!

or 'mever surrender while you still have the means to resist'° Is it the case

thet to fully 1ive up to one's professional commitment, and hence to retain
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one's self—respect, one must view the profe551on of arms, first and foremost,
as a calling to die in- the serv1ce of one's country?
Or consider the somewhat related issue of what is meant by saying that

unconditional cormitment means that one must have unquestioning loyalty to

' 'his country and to its cause. Can we prepare an officer to be a ratlonal,

| mature, and often hirhly eduested nrofeqsional man and still expect that he
never harbor sny doubts as to the morallty of the cause of his country or

o sae gactions that he is legitimately called upon to do in pursuit of thet .
cause? It we.adopt a weaker view and allow for h1s occas1onally harborlng
such doubts, can we then expect him to be true to his conscience end still
be unqueotlonlngly loyal?

These are but two of the more obvious ways in which the view of professionalism
as unconditional commitment 1mpacts on the concept of personal 1ntegr1ty. If‘
to end here would seem to depart the issue on an: unnecessarlly pessimistlc
note, let me indlcate that I feeltstrongly.that there are ways one can deal
with both 6f these puzzling’iﬂtefsections of professiénaiism‘apd integrity,

S0 ac to preserve fhe core of the unconditional-commitment clause while

allowing thet the cormi tment c0 undertaken is eniightened endﬁgh to satisfy

the most stfingent reauirémeﬁts of integrity for the most:deﬁandingly neral

man. Given the time it.would ‘teke to adequétely develop those.consideratio:s,
however, I will leave them for another occ581on, and will thus end this essay.

on the following note, Whatever the value dimension of military profe351onallsm
that one considers, he never departs from the followmg plateau, so ably described
‘ by:Marcus Aurelius in Book V.of his Meditations: "In the.morning when thou
risest unwillingly, iet this thought be presént — I am rising to_the work of

a human being."
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EVALUATION, INFLATION, AND ORDER OF MERIT

Most professionals, as a result of their initial training and
subsequent quaiification in a given specialty, can‘expect to practice
their chosen vocation throughout their productive livéé. Hence, a
person,’by virtue of haﬁing passed his bar exams, can expect to practice
law for as long as he cares to. He may be the most successful lawyer
arouﬁd or he may barély eke out a living. Nevertheless, barring any
out and out acts of incompetence or misbehavior, no higher authority

can ask‘him to.stop practicing law as part of a "reductioﬁ»in force"

in the legal prdfession. The same holds true for engineers, doctors

and most other professionals,

There éfe two_érofessions that come to mind where the above does

not hold true--military officers and professional athletgs. If all

goes well, the former can lobk forward to 30 or more yeérs in their
profession, The latter can look forward to 10 or so years; Differences
in length of service and pay‘notwithstanding, there are many similari-
ties between the career of the professional Army officer and the profes-
sional football player. Both must perform well enough‘in comparison to
their peers to survive the winnowing process as only the top pérformers
are retained and others are let go to make room for new, younger talent.
Both must face the problem of rapidly becoming too old to handle the
physical demands of the job, although this is not nearly So traumatic
»for the Army officer provided he advances in rank to posifions that

require less and less physical prowess.
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The comparison between the officer and the athlete could be carried
out to the nth degree; and'for some it might be iﬁtefesting to do so.
However, my.purpose here is to dramaéize theb"do well or you're out"
nature of both prbfessions and to make the point that, in each, questions
of how well perfdrmance and potential are measured are crucial to what
kind of team you'll be able to field. Furthermore, my qpntention is that
coaches are keenly aware of this and that military officers are not.

To explain why i believe this is so, we must begin with a discussion
of the phenomenon of "actﬁal variation" When;weighted scoring systems are
used to differentiaﬁe between thé performancg and potential'of a number of
individuals, The phenomenon can be deménstrated with a simple example.
Suppose there is a need to select the top 300 out of a group of 1,000
applicants for a particular job., Two criteria are selected--mathematical
ability and athletic ability., Furthermore, it is determinéd that mathe-
matical ability is twice as important as athietic ability., Mathematical
ability is to be measured by the SAT (math) test developed by the College
Entrance Examination Board. Athlétic ability is to be measured by partic-
ipation in high school athletics--loo poihts‘for participation, 200 points
for a J.V. letter, 300 points for a varsity letter and 400 points for special
honors (all-city, all-state, etc,), Given th‘at the maximum score on the

SAT(M) is 800, the following table apparently reflects the boss' guidance.

Maximum Apparent
Event Points Variation
SAT(M) séore 800 0 to 800
HS sports 400 : 0 to 400
Total 1,200 0 to 1,200
2
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The table is mislea@ing because the apparent variation is markedly
different from the meaningful-vaxiation which will actually determine the
final order of tﬁe 1,000 appiicaﬁts. This is because it is impossible
to get a zero on a SAT.test. Ypu are given 200 points just fof writing
your name in at fhe top of the answer sheet. Moreover, unless you delib-
erately violate ali‘the basic mathematical principles you've learned in
high school, you can expect to score at least 200 more points for a total
of 400, At the other extreme, you can expect maybe four or five appli-
cants to score above 750. Actually, the serious competitors will range
somewhere between 550 to 750 points. Thus, the meaningful variation is
200. In the case of athletics,.the serious contender must have at least
been a participant in séme high school sport. Thus, the meaningful spread
will be between 100 to 400 poinfs. As a result (not couﬁting the four or
five mathematical geniuses who never pafticipated in sports), most of the
applicants will be fank ordered in the top 300 based on the following

point spread.

Points Mbaningful

Event Awarded Variation
SAT (M) 550- 750 0-200
Athletics 100~ 400 0-300
‘Total 650-1150 0-500

The top 300 applicants will have anywhere from 650 to 1,150 poihts. In
other words, only 500 of the original 1,200 points will have any true mean-
ing as far as determining who the winners will be. A top athlete (400 points)

who is still competitive mathematically (550 points) will score 950 points.

3 |
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A top scholar (750 points) who had some participation in a high school
sport (100 points) will sédre 850 péints. Thus, the top athlete will
score 100 more points than the top mathematigian. This is hardly what
the boss intended. ‘Recall thaﬁ he wanted the scoring weighted 2 to 1
in faﬁor of the matﬁematiqian,‘ Instead, because the SAT(M) scores are
inflated, he got a scoring system that is weighted 3 to 2 in favor of the
athlete., TUnless the 1eadér understands the phenomenon of meaningful vari-
ation and investigates the scoring system.being used in some detail, he
will not be aware of what is going on., For in all probability the only
numbers he will see is the total score 1isted after each éandiaate's name
on the final order of merit list, In fact, when the personnel director
later begins looking at the files of the winners, as he assigns them to
various units of the company, he may note the unusually high number of
high school letter winmers in the group and pass this observation along
to the boss, The boss, in turn, may draw thg conclusion tﬁaé varsity
lettermen are good mathematici;ns. "Armed with the facts," he may eveén
go so far as to announce his findings to his business associates at their
next gathering. |

Now let's take a hypothetical military situation where, again, only
two criteria will be used to determine an ordér'of merit list (OML). In
this case, manner of performance as measured by an average percentile
score of each officer's efficiency reports and his level of civilian
schooling are the twé criteria. Because manﬁer of performance is consid-
ered to be so much more important than civil\schooling, the scoring

system is set up as follows:

4
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Maximum Apparent

Item Weight Points Variation
OER _' (average %) x 400 400 0 to 400
Civil Schooling 15 or 30 or 40% 40 0 to 40
Total t 440 0 to 440

The OER appears tovbe 10 times more heavily weighted than the level
of civil schooling attained., However, an examination of the actual vari-
ation reveals something entirely different. Cfficer Efficiency Reports

" have become so inflated that for an officer to be in any sort of serious
contention, he must be somewhere in the 95 to 100 percentile braéket. At
tﬁe same time, the civil schooling points are "either/df" points, A few
officers may get scmé points between 15 and 30 because they've done some
work toward a master's degree but most will get either 0, 15, 30 or 40
points., As a result (not counting those very few officers who have a
perfect OER average and no baccalaureate degree or the officer with a Ph.D.

~and anvOER average less than 95 percent) most of the contenders for selec-
tion to a service school or for promotion will be rank ordered high enough

to be considered according to the following point spread.

- Meaningful
Item Points Awarded Variation
OER Average (95 to‘§9) 380 - 396 0 --16
Civil Schooling 15 or 30 0 or 15
Total | 395 - 426 | 0 - 31

The message from the above is quite clear--get a master's degree.

It's worth 15 points and will shoot you way up on the OML. Raising your

%15 for a baccalaureate degree, 30 for a master's degree, and 40
for a doctoral degree.

: 5 :
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OER éverage, on the other hand, will be somewhat more difficult. In
any event; each percentiie pbint is oﬁly worth four wéighted points.
Moreover, given the facééﬁhat effiéiencylreports are becoming even more
inflated over time, your»OER average will probably go up a péint anyway.
Thus, the irony is that a master's aegree will make an officer more com-
petitive for selection to a senior service school which, while nof its
primary purpose, is set up to assist officer$ in getting a maéter's degree.
In the unsophiéticated example described above, inflated efficiency
reports can have another even more insidious effect. This is caused by
the individual rater or indorser (whatever his motivation) who decides
to singlehandedly fight the inflationary trend by strictly interpreting
the rules for.compléting OERs. ‘First, he uniformly,lowers the standing
on a given OML of all the officers he rates in relation to.where they
would have been with most other raters. This complicates the problem of
trying to differentiate between officers baséd on their manner of perform-
ance. Secondly, and perhaps even less well ﬁnderstood, he masks the true
inflation in the system by pulling down the overall average of the system.
The net effect of infiated OERs is to cfeate a "one strike and you're
out" atmosphere. Each rating period can be likened to a baseball game
where you get only one strike and you must either hit a home run or you're
out, Whether an officer strikes out due to a tricky pitch (rating from
a conéistently low rater) or because of the officer's lack of ability
does not really matter. He is relegated to the minor leagues. Thus,
changing thé weighting system described abové by doubling or tripling

the points given for OERs from 400 to 800 or 1,200 in order to have them

A

6
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count moré against a maste£'s degree simply increases the "one strike
and you're out" dilemma. It is séif-defeating‘because each of the avail-
able percentage points (from 95% to 100%).takes on such a heavily weighted
incremental value that the difference between a 96 perceﬁt and a 98 per-
cent is enough to méve an officer markedly up or down on the OML.

Both of the merit list examples cited above are, or course, notional
and are not complete models of existing order of merit systems. They are
instead unsophisticated and somewhat overdrawn examples of what can occuxr

when the phenomenon of "meaningful variation' is not given due consider-

ation. Nonetheless, I suspect that the two examples are rough enough

approximations of the real problem to cause some uneasiness on the part
of two gfoups--college admissions officers and fhose involved with the
of ficer evaluation system.

In this casé the Army's problem can be easily stated., Officer effi-
ciency reports‘gre becoming so inflated that it is increasingly difficult
to use them for their intended purpoée--namely, to identify differences
in the manner of performance of officers in each peer group. The solution
to the problem is not so easily stated.

Over the years, most of us have come to look upon the OER as a coun-
seling tool and as a method for rewarding our sﬁbordinates for the good
work they had done for us. The latter is probably why the word picture
sections of most OERs read 1ike citations for an award. We have tended
to forget that the efficiency report is not for the benefit of the indivi-
dual but for the Army. It is the basic document by which the Army's

personnel managers make the key decisions which determine the nature and

7 .
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character of the leadership of the US Army,: It is for the good of the
Army--not the individual--that the difficult decisions are made as to
who should be promoted (and how soon), who should be afforded further
military and civilian schooling, and who should bé selectea for key com-
mand and staff positions.

A study completed in May 1973 at the US Army War College determined
that of the items éontained in an officer's file, the following 11 were

predictors of merit.in selecting officers for promotion to colomel.*

of Majo: Valué
@ Late-career performance (OER, DA Form 67-6)
e Combat manner of performance
® Command manner of performance
e Staff manner of performance and lével

0f Minor Value

e Military education level
e Civilian education level
e Valor awards . o
® Merit awards

Of Negligible Value

o Early-career performance (DA Forms 67-2, 3 and 4)
e Mid-career performance (DA Form 67-5)

o Time in combat

*Colonels Heathcock, 0"Shei, Schwartzkopf and Smith, Military Merit:
How to Measure Who Measures Up, Special Project Report, US Army War College,
14 May 1973. The study team used a number of surveys; 32 simulated promo-
tion boards using the sanitized files of the five officers above the cutoff
point for selection to colonel in 1971 and the five officers immediately
below the cutoff; three simulated boards which in addition included 10

randomly selected records of those who were subsequently promoted and 10
more who were not; and, a variety of statistical and analytical procedures.
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Note that ofvﬁhe indicatoré/considered to be of major value, all
are derived from inflated reports, Those_indicators considered to be
of minor value are all candidates for an "either/or" weighted score.
And; finally, that the indicator:- that probably would have the greatest
potential variation--namely, time in combat--is considered to be of
negligible value in determining promotion potential. Thus, the inflated
natﬁre Qf the OER éémplicétes the establishment of an OML because the
inflated OER has its greatest effect on those perférmance indicators
which are considered to be most important,

Given the circumstances described thus far, it becomes patently
obvious that inflated efficiency reports are absolutely intolerable.
The situation cannot be ignored any longer. Thé Army muét‘increasingly
make tcughér and tougher decisions as to who stays and who goes as the
' size of the officer corps must be.decreased at an even faster rate than
the end strength.of thelentire force, Therefore, order of merit listings
are becoming more impbftantelﬁot less so.

At this point I must digress slightly to discuss one proposed solu-
tion to ﬁhe problem, which completely misses the heart of the matter., T
refer to those who, in effect, have given up on trying to cure the inflated
OER and, instead, propose the development and use of other "indicators.,"
These include use of thé Graduate Records Exam (similar in design to the
SAT test used in our simple example abéve), proficiency.tests, and the
Army Language Test, -This approach would be akin to a football coach
allowing his assistants to rate all of the players as 'outstanding" and

then allowing the weight of the decision as to who should start at

9
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defensive end to be based on how articulate his players are as measured
by a written test, The‘boacﬁ needs a defensive end who can hit--not

one who indicates mést articulafely that he understands How thé'position
should be p1ayed. '

Quite simply, if a coach wants to win on Saturday, he's got to pick
the players who can hit on the Monday before the game. So, too, with the
Army. The OER is the.device by which leaders‘either explicitly or implic-
itly indicate how weil their subordinates canm hit. It is the Primary
vehicle by which the nature and'chéracter of @he future ieadership of the
Army is determined. We can't afford to mask its effect without running
the danger of elevafing the wrong individualéfto the highest levels of -
leadership. One can conjure up disturbing visions of the future where
more urbane and sophisticated counterparts of?General MacAuliffe (who
said_"Nuts" at Bastogne) surrender their position because the probabili-
ties of a successful defense are against them.

If inflated efficiency reports are so daﬁgerous, then why do we
continue to tolerate them and who is responsible? The answer is we all
are and that some of the worst offenders would have to be general officers.
It's really not surprising. They, after all,?are the most perceptive and
more fully understand the "one strike and‘you‘re out" syndrome built into
the present system. Furthermore, they reason 'that by virtue of having
placed what they consider to be outstanding officers in key positions
around them, they are obligated to look after them and to reward them for

the oftentimes heavy stresses and almost impossible hours which they must

work., All of us, but especially the generals, are aware that anything
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short of a very inflated_rating.may be something from which a good
officer can never recover. |
A good part of the’problém lies in the fact that there is no simple,
easily administered system in effect today by which the inflation can be
curbed. The only things that appear to have been tried have been switch-
ing to new OER forms and blanket exhortations to us all to stop inflating.
Both methods arelbecoming less effective--the former because too many are
already aware of the need to inflate in order to stay even and the latter
because the exhortation itself advertises the fact that inflation is-
indeed a fact. Lastly, those in the Officer Personnel Directorate (OPD)
.who are in a position‘to evaluate incoming OERs are har&ly in a position
to send some of them back on the grounds that they are higher than average.
OPD is just not in a: position to respond to a rater‘or indorser--especially
if he is avthree or four star general--who statés that his group of rated
officers are part of a highly important headquarters that has been staffed
by outstanding officers.
Yet inflation can be stopped. All the Chief of Staff of the Army

needs to do is announce that all raters will maintain an 80 average on

all the captains they rate. That means that you and I must individually
carry an 80 average on all the captains we rate throughout our military
careers. The only way we can give a captain an 81 is to give another
captain a 79. Wait, don't scoff! Think about this for a minute. The
fact that I've arbitrarily picked the number 80 and rank of captain

is for illustrative purposes only; A better number for each rank can be

worked out. That's no problem. However, what the arbitrary selection

: 11
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of a fiXed.avéfage ratiﬁg‘dOes is make it very easy to control inflation,
An action officer in OPD-can routinely:return an OER to a rater if it is
too high'(regardless §f the rank of the rater) because, after ail, the
determination by the action officer in OPD is administrative, not evalu-
ative, and the rater cannot argue the point,

Think for a moment about the psychology of this new approach., Most
of us would try to maintain a rating average 'slightly less than 80, thére-
by giving us the capability of giving anything up to and including 100 to
a captain whom we consider to be truly outsténding. Remember, our rating
average will be a lifetime avérage. Hence, if we have rated 50 captains
and our average is exactly 79, then we will have 50 points stashed away

to apply to those captains who, in the futuré, really do a superb job.*

*We might want to start the new system by giving all raters some
beginning number of surplus points just so those who are initially rated
are not hurt. In the illustrative example below, all potential raters
and indorsers start off with a 79 average based on their having evaluated
19 captains. ' S

Initial (Artificial) Status of Rater or Indofser

A. Maximum allowable average = 80
B. Rating average (artificial) = 79
C. Number rated (artificial) = 19

D. Maximum points (A x C) = 80 x 19 1520
E. Raters points (B x C) = 79 x 19 = 1501
F. Surplus points (D - E) = 1520 - 1501 = 19

Status of Rater or Indorser After Giving an 85 to the First Captain He
Evaluates h '

+ 1 =20

G. Number now rated = (C+ 1) = 19
H, Maximum allowable points = (A x G) = 80 x 20 = 1600
I. Raters points (E + 85) = 1501 + = 1586

85 = .
J. Raters new average = (I + G) = 1586 + 20 = 79.3
K. Surplus points remaining (H - I) =

: 12
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Secondly, the phfése "it's not what joB you have but how well you do it"
will take on new credibility and meaning. The numerical rating you get

as a staff officer in a division headquarters should carry just as much
weight in matters dealing with meritvas a numerical rating received in a
more prestigious headquarteré. In short, the new approéch should discour-
age "ticket punching' and the idea that being stuck in one job will hurt
chances for early schooling or fof promotion, Furtherﬁore, it should
assist in spreading the talent. An officer can stick to doing the kind

of work he likes and does best without being éoncerned about the fact that
he "hasn't been to Waéhington yet" and the like. In this regard the system
would facilitate the credibility and acceptance of the Officer Personnel
Management System (oPMS).

Our present computer capability appears to be such that it éhould be
relatively simple to publish annually each officer}s lifetime rating aver-
age for eaéh grade.level he has rated. Perhaps it could be published in
conjunction»with the Officers Register. This would serve two purposes.
First, fublic listing of rater averages would help to increase uniformity
and to deflate ratings. Each rater would have to appear to have extra
bonus points in order to encourage the outstanding officers to seek assign-
ments under him. Similarly, he would not want his ratings to become too
low for fear of discburaging promising officers.from seeking assignments
with him., Secondly, published rater averages would allow personnel
managers in OPD to do a better job of drawing up order of merit lists
by factoring the ratings from those who rate a little over or way below

the average. Thus, they would achieve a closer comparison of how two
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officers in similar jobs in. two different parts of the world actuallyv
performed their jobs. Also, the ability to normalize rated manmners of
performance in different types of assignments (command, staff, instructor,
etc.) would facilitate the evaluation of each officer's potential under
the various options open to him under OPMS.

Finally, those who are involved with thg problems of disfribution of
officers worldwide would have a powerful tool for more precisely assigning
officer quality according to priorities set by the Chief of Staff. Each
command's quota (by quintile) can be matched against officers actually
assigned to develop a highly visible report fbr insuring that policy guid-
ance from the top is being followed at the opérating level,

In summary, most of us understand that iﬁflated efficiency ratings,
which must in each case be judged against a séaﬁdard of performance that
keeps changing upﬁard, are not good., We agreé that something must be done,
Yet, after years of trying to change'people‘s:attitudes, we still haven't
figured out that to effectively do so we must take direct steps wﬁich
affect beﬂavior. The system I proposeidoesn't exhort officers to somehow
collectively agree to stop inflating OERS. It absolutely precludes
inflation. In my view, the problem is becomiﬁg so serious that a system
such as the one I propose, which works oﬁ the behavior of the rating

officer rather than on his attitude, should be adopted--and soon.

' 14
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WHAT WE ARE TO BE AND WHAT WE ARE TO DO

Marc A. Moore
Colonel, USMC
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It ha.sbbe'come a cyclical, histc;ric.a,l e‘vent that th¢ United States
agonizes .ove.r the r;)Ie of its military forces after a -period of warfare.

There is always much reflection by civilial;x leg.ders on the expense gf:main— :
taining a military force once the guns have fallen silent,‘ as domestic prior-
ities become up-grédea, and the patién tql;ns toward internal ivs sues ra.the.r
than foreign affairs. There is soul-searching among the a’r.med forces also
as the military performances during the pasi: war are evaluated and conceptsv
are examined as to what fo.les the armed forces mé,y be called upon to carry
out in the future.

The ;:ycie after each war has followed the same general pattern. Once
hostilities have cea;ed and large military forces have been r'edu‘ced in
nurﬁber, the phenomenon unfolds. Civilian leaders commence fiscal reductions
which reduce the size of the armed forces. The military launches a program
of drawing the armed f.o.rces closer to the societal. values of the civilian
community, 'humanizing' its traditions to bring itself more in concert with
the nation's mamstrearﬁ As the post war per1od contmueé, the civilian
Iea.dershlp steadily reduces the armed forces and the hxstomcal attitude
of the American people slowly discounts the military as an integral part of
a peacetirhe séciety. The militaryy.'then turns away, _withdraw_ing in upon
.itself, restructuring its own codes of professwnal ethlcs Drastically
ijad_uced in strength, the m1htary trains 1ts shrunken cadres and awa1ts the
néxt call Lo arms. | ‘

The American military and its civilian masters are once again at the
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classmal crossroads of the post-war re- -agonizing. Detente, raproachment,
mult1polar1ty ahd balalnce:s of how-er are songs heard on the wmds ot change.
There is no longer:a mili‘tary draft | | |
Although there is an 1ncrea51rfg call from the c1v1l1an commuh1ty for
reduced m1l1tar}t spend1ng, unllke the past, the vated States st1ll has
world wlde comm1t rhents that require credltable ‘strateglc and general purpose
lforces As the m111tary and c1v.1l1aAn leadershlp entear into a neW csrele of |
selectwe corhr:‘nltrrlenvt uhder the Nlaon Doetrme, ‘the momentumhas com—
menced to curtall m1.l1‘tary‘ soendihg. | The arrhed forces arereducmg
in numbers and equipmentvas the cost for both rise.s. As the draft has ended
the classwal rh1lltary Nproc‘ess has started to ”humah1z‘e"' to d\ra\lv rcloser to
American c1v111an “soc'letal vallues in order‘that the servrces W1ll 'b‘e‘r.noreaopealmg
' .'for.an all volunteer force. o o " o |
.The m1l1tardy,pro‘fess1onal sees confl1ct1né c‘urrents flo'wmg and ebblng
about hlrn. He has been(d1rected to ma1nta1n readlnesns and hfullf1ll World —:
w1de commltments w1th.two million voluhteers, the largest al.l-vo.lunteer
force ever atterhpted ln the h1story of arms. Wi'thrforoe‘ reductlons -sti.ll
contmumg and the mission of the armed‘forc‘es not reduced in .is‘coped the
m1lltary professmnal may well ask h1s rrlaster - the c1v;111an‘: c.ommuh1ty of the
natlon, two key que-s.tlon-s | | | |
What is\it: you ‘Want us to do'? ; What 1s '1t you want us to bev"?
Although rnany in the. c1v111an comrnumt? can frnd fault wlth the rn1lltary
and are often quick to vocalize negative aspedts of the armed fo'rces fevs;

offer spec1f1c recommendatlons on what the m1lltary establlshment should be,
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The U.S. ciﬁizenry still looks to the military professio»nals to set the course

for thé armed forces role in the nati"orvlb's society. The only guidance
presently received ffqm the civilian i_ea.de_rshiﬁ is‘ fiscai restraint, particularly
on weapons sys‘.cerrisl_,v a‘nd the military is -t.o be an all-volunteer fprce. _

The military has 'i:racii'tionally approachéd é. ﬁeriod of change, or
refurbishing, by re-évaluatipg its pl;ecepts for .exi.stence - its martial
ethos .- military professionaiism. From this focé.l point the military has in the -
past faced two conceptual approachfes to the development of its institutional
role. |

‘The central, fundamental issue at this point in-American military history
is this: \.vill. thé tralditional concepts of milita:ry professionalism and the two
approaches of the past prpvicie viable solutions to the military challanges
of the ﬁext few decades? Let's first examine the two‘traditi’on_al approaches,
then analyze the basic keystone, Vmilita.ry profess?ohé}ism. ,

THE HUNTINGTONIAN APPROACH

Some writers believe the blueprint for a future U.S. Military is
found in the Post-World-War I model described by Huntington in his book,

The Soldier and the State. Huntington described how, by the 1920's, America's

projection of a period of extended peace and its isolation policy had resqlted

in branding the military as inefﬁcgn’c and unnecessary ''and there was nothing

for the rnili'tary.tq do but to retreat back to their prewar isolation and find

interest é.nd satisfaction in the mundane dutie s. of their professibn. " Hun'tington

and others believe Wi'thdrgw?..} avnfiA isojla.tio.n of th‘e m@li‘tary provides a contemplative

time to develop and re-hone military professionalism.: The prominent
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American“m.ili.tary ’1‘é5£1é'1’~s of World War iI'-:are o.vften .givﬂeh as e:tarnples of this
isolated, profeséi.’o’:h‘al de\.}e.loprﬁent#period-"o’.f the 1920's and 3\6";.

Soriié cénceptualists lsee this phenomenon tak1ng dplace again'd.llrirrg"th:e-
present"sp'irit of d'eten"te,l SALT and ‘M‘F‘I'{'di”sc.hesionev. ‘ Such .a vri'thdrawa.t ihto
a monasti¢, contemplative shell eupp'osedlii‘{:vould e‘r'rabble the militarf to
refurbish 'solmdierly eith'ics and muse over the tactics and: strategyito he

employed when the call to arms sounds again.

 THE JANOWITZIAN APPROACH |

There i.s another school of thought; or conceptual approach, .on how the rnili—
tary should mold itself and its leadershvip\in'ithe‘ decades ahead Th1s approach
is on an oppoé'ite :col‘irs'ejfrorn the ”Huntmgtoman appro-a.ch" descrlbed above
This ‘as the "'Janowitzian approach”," after Morr1s Janow1tz the soc1ologlst who
has written éxtensively on socialization patterr;s in the Vrn—il‘ita.‘r'y.’ 7

This school of 'thoti'ght'alvso;insla historical phenomenon in Arnericar’rrﬁilttary
history where the military is proposed ae a reﬂectroh o.f the soc1etv it represents.
In this mterpretatmn ‘the armed forces in a democracy should reflect the social
valués’ of 1ts constltuency and the service, to?a large extent, —sho’dld baee its
organi'z'ational approach on:the c1v111ansoc1et“y's sv!o‘c‘iol'ogicai‘ and péjrdhoioéical
precepts. This school of ;'thoiight has stror’rg appeall today bas ,a motivating-
incentive for recrultmentmtotheall volunteer fo'rce:.t \Leadership -':at.nd ‘dvi;ecipline
are thought of in’ terms of cooperatlve sp1r1t; self percept1ons, actuahza.tmn
of ‘motivational goals, efc. e |

Some coh‘ceptua.-l"i"ste eﬁv{s‘ibn'a'iﬁa{jof 'reo?rgahiia'tioh of hi_i.titary forces on
this behavioral science modelsuchasdescmbed by f{ic‘hard F. Robs‘se’r 1n the ‘
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Fall 1973 issue of Foreign Policy . In his article, "A 20th Century Military

-Ford-;", Roséer states the present'armed forces are not of this century;

that aspects of the rmhtary structure and life style da.te‘back from the second
century B.C. to the last century. He. states the m1hta,ry is out of tune w1th the
changes of modern society and ''we see eve~rywhere wrthm the Amer1can military
of attempts to pursue isolation frdrn society to avoid change. "

Rosser proposes an armed force structure similar to the large corporation
modei. There would be specialists and generalists functions and branches, with
the combat arms branches more remodelea on the -a.uthorita.ria'n, soldierly
ethic, but with specialist branches much more permissive, The garrison
environment woula Be eleminated to avoid separate living facilities .that tend
to develop a separate “rn111tary culture. " Rosser, as do the othér Janowitzians,
s1ncerely believes the American military cannot survive in an all volunteer
environment during the coming decade if it isolates itselﬁ »1'nto the separate
soldierly culture the Huntingtonians seek.

Thus, we have two Vdivergent approaches to the ques_tions}'of the role and
composition of the American military in the coming decades. Despite their
different position‘s, both the camps of Hun‘tingtpn and Janowitg call upon the military
professional to set matters right. _It is the military professiohal who thust
set the forces in motion to mqld til'e milit'ary posture for the futﬁ.re. The civilian
conceptualist can wripe al:;ou't it‘, énd »the‘ Vciyiilian governmental}ea@_e_rs can approve
the plan; but it is the p}-ofeséional military leade.r who must formulate, pro-
pose, and execute the‘nec.essary “actions.

Some critics believe the military leadership has become so bureaucratic
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in the pa'st' 30 years with a ~’;zero mistake",n‘t"'no"-cr;i"t}ieisrh”, 'en‘vi'ror‘irrrent that
no creative ‘ch‘an’ge or response to ehatlanée eah be ‘ih‘st.itlrted.” This question of
v'the‘ rn.i.li'ta.r}'r -teade‘rs' orotf«essionalisrrl“ihs v'th:el;'.c..‘lvasis-i.ea.‘libhenomenon tha't:surfaces
‘af’ter ev':er}‘r war in Arn‘evr;ican. hlstory It 'i‘s an mtregal var}i'vable 'to’the "isotate'-
and-turn-inward" and the 'hﬁmahize-an‘ci-g‘o-ipobli'c"" eqoatiorl.

The 1ssues descr1bed”so far can be traeed back to the Wr1t1ngs 'of Hammurab1
of Babylon in the twenty second century before Chr1st Where the fuoctlons and
problenrs of the professwna.l military leader were touched upon, The quest1on
of employment of the professmnal m111ta.ry force after a war has been resolved
throogho’u_t history - each.solution corhmensorate with the spirit of the particﬁlar _
tirnes. | So it will be 1n this beriod 1n our nation's zrlilitary hlStOl‘Y

.To pro};.)‘—o‘s‘e‘a.n answer 'to the questions , "’What are we go.m,‘g to be'P " ahd
“Wha.t are .we going to do'? ", we should start at the bas.e Il-nom‘i‘:' That‘base pomt
1s to defme exa.ctly what we areﬁ pursuing as ankldeal - .what are the ram1f1—
cations of the term, ''the military pro‘fessioriali“ or "the 'professi;ohal..sold‘i‘er"'?
Whatare the ir'lnptivcations in ‘the.te»rnr; ".profess.'ilonﬁa,lisrn'> "tOAnce theseihter-
pretatlons are 1dent1f1ed and sought'as obJectl;res, the questlon of "what we are going
to be” is a._hswered. W_hen "whattwe are goi»ng‘to b.e't', ists ovlvved, J theh
"what we e;re gomg tbo: do'.' ‘is easﬂy ap;‘)roa.ched

i THE MILITARY PROFESSIONAL

e e gt

To start at pomt zero a ”profess1ona1" can s1mp1y be 1dent1f1ed as a
person participa'ting in. an acti{rit}? for Vgain or, livlehooddinvan‘a.ctivity often engaged

in by amateurs. ''Professionalism' is‘defiried inhMerriarh-Webster as "the con-
dﬁct, airﬁs or eiua.lit'ies\ that eharaoterize or rha.rk a profession or a professional
Approved For Release 2004/10/20 : CIA-RDP80B01554R003600260003-6
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person.' The key words are, of course, ''conduct',"aims' and'qualities!

The professional military person has always identified with excellence and a |

high standard pf knpwledge and application of that knowledge_. | He strives
for it‘ ir; his pers_ona!.cbndu;t and expects ia_nd encourages it m his associates;
senior, ‘vcon'temporary, and subordinate in rank or position.

Since the military is a people/things oi:gahism, the professional never
ceases £o :obtain be'ttér éofﬁprehension on how to most.effecti;ze.ly, and excellently

~ employ the ”'things;” of his préfession; weapon systems, logistic gtructures,
tactical, and s'tra.tegic coﬁcepts. C(?ncurren'tiy, and most impprtant, military
professionali'sm impl{es a striving for mastering %:he technique qf tiue "‘people"
portion of the militaryv' ofganization.

The rﬁaterial systems, structures, and concei)ts consrtantly cila.nge in the
military profession, Whereas human nature does not. The milita»‘rir professional
ha.s the tend_en;:y 'to gain mastery of the material requirérﬁents and éake the
human part of the mi{i't;,ry for granted with éf'ten less than the full abiding interest
in a;ll aspects of human v;/ellfa.re that Ehe tfuly responsible military pr;fessional

must display.

This last vpoint is the ethic that must be emphasized in the military pro-
fessional definition during this and the coming decades. The misconception of
this ethic that has been passed down to us is the answér to the foliéwing question:
"Who are the military profesvsion‘als?" Almost to a man all the conceptual
military writers, including Janowitz,— and especri'al.:ly I-iﬁn'tingfon, tell us it is the
officer cérpé.

th is the officef'¢6i'ps:'”con's‘ideréttiﬂ”rﬁiiitafy professional' and the enlisted,

non-commissioned ranks excluded? In The Soldier and the State, Huntington indicates,

Approved For Release 2004/10/20 : CIZ«:RDPSOBO1554R003600260003-6




Approved For Release 2004/10/20 : CIA'—RDPSOBO1554R003600260003-6f

'-the difference between the career enlisted man who is ‘p.,jt:ofeesional in the sense
of one who works for m‘onetary éaiﬁ and the career officer who is prot’eésionat
in the very different senise of one who p‘:u.r's-ues a 'higher _oa..l.-lﬁing;;' in the service
of society, "
Th1s paftlculer ethlc 1's-a.n ana.chromsrh tha‘h dates ba,ck to the prev1ously

descrlbed Babyloman m111tary struct:ure of ZZOOB C where a profess1onal mili-

-~k

P - b .- . . ~

tary leader group was kept on the payrole to lead the levy drawn up m.tlme of
war. Trad1t1ona.11y throughout ‘the h1story of arms the\ off1cer: corps has come from
those classes‘ of t':he. aristocracy who he.d ‘1"nof‘re eouce'tion. In 't’he fhkrr{.l‘eri‘ca.vn1 |
military tradition, advanced education has hleen a orerecviuexte.‘for thﬂe officer
wcor1»:>s ’eo 45 I:o de‘velop leaderehlp v;hth ever greatef }r-ewspo‘nmh;h.hes in the
enhancerneht o‘f ne.tlonva.l se-c-urlty. ‘But it is a false orgam;a;‘hon.a»lly deh;i-ltet_
1ngﬁvalue to perpetoate the‘prerruse that the off1cef c':orpls 15 the _y "p}§f§;51ona1"
éroup in the m111tary Whllch serves the natloo for some ”h1gher calllné" other than
pay anci Joh eecufxty. o

Thie ethi'c is_:insult?ng_ to the'exempla.,.ry “corpsAof ‘non“—col“nmirs:sbiohedv;officers
who pursue critical and valued positions in the military structure. - many»wivth'
2 profe_s‘sionAal _creeo mUch'more }ofty ahd worthy tha.n those _of‘; some members
of the officer corps. There is no argument _Wi‘th the fact that.the ‘fof_ficer‘ with his
better educa-ti_onﬂeipd progwress1ng eoditiona! scope of ?eeponsib%litiee_throughout
his career is calle;i upon to make decisions énd conceptualize ideas that may
eAf'fect the course of the mlhtary and the ga,bi_:i.OIil... However, the enlisted pro-

fessional, with everwidening opportunities for self-learning and additional ed-

| ' -
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ucation in the serixice, must be just as militarilyvprofessionél in the implemen-
tation of his sﬁperio_rs' decisions if the military is to be a creditable factor in
the security of the Unitéd States.

The military professional must therefore be defined in the context of
this decade as being any person who volunta;-riiy contracts to serve in the armed
f;)rces whether for three or thirty years. Each individual should be made
fglly aware of the high st»a.ndards‘ of excellence in-assignment performance,
self-improvement objectives, moral courage, and personal exa.mpl:e expected
of any military professional.no matter what the rank or duty might be. Not only
should the individual be made aware of the professiohal goals, but he should -
consténtly be expected to adhere to them.

Thi\s interpretation of military professionalism may be viewed by critics

g '""Neo-Jeffersonian liberalism" sv‘omewhere to the left of Huntington's '"Neo-

Hamiltonians' who attempted to bridge civilian and military ethical values.
Actually, the proposed interpretation is eclectic. The interpretation of military
professionalism transcending all ranks is intended to levy personal accounta -
bility of perfo?mance on the rank and file. It is no.great revelation that a unit's
effectiveness will be enha._n_ced if each individual perceives he is responsible
within his 1imite_d position for the success of‘hisv organization's‘ accomplishing

its objectives.

WHAT TO BE AND WHAT TO DO
The issue is not wh_e»ther‘;the,mi.litaryy will swing to the extremes of the

Janowitzian or Huntin‘gtonian»_,appr,_oach if the proposed profes‘sional interpre-

tation is followed. As long as .the civilian leadership of the nation maintainsg a
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sizeable armed force consi"stiné entirely of volunteers, second to ﬁone, .serving
as.a intérnati‘oﬁal deterrance force, then heiti'ler the Huntington or‘J:;\n'o-Witz
models will applfr.

If the nation's leaders withdraw to a fortress America, forgoing our existing
alliances, and a;:c‘epting by deéfault 'the'*rhilitar‘f;i' s'uperi‘ofi'ty of the Sov.ief Union,
then 'the'-»milifary ‘could withdraw within itself,| isolated, and n{x;sinkg' its classical
interpretations of military professionalism. lj;Jnfortun‘atelyy,’. the 1930's model wouldn't
help much. Unlike the spartan professional nujcl"eus‘ that had time to mobilize
“into the massive military machine of World Wé.r 1I, if war comes iﬁ*this. décade
with our presently perceived chief adversary, it would be "a terrible swift
sword" and our highly educated, military professional officer corps wouldn't
even have time to canter in off the polo fields, |

In the other' model where the social sciénti}sté, corporate management
engineer, and demiocratic humanist would prevail, then the armed fofcé's'}ﬁight
become a social betterment institute where, in order to erisufe‘a'.*pobdlar ’
response to the all volunteer environment, extensive 'social h’piif‘t’lpr(')_‘gi.'ams,- and
skill enhancement programs would hold sway over combat train'i'ng, ’diséi'prlinéz,‘ »
and readinegs. Participatory rﬁahagemeht, the 'informal gro{ip st'ru&ml;e,’ and
consensus excercises in arriving at production éoals are fine for the cairi;pus
or corporation, but not for an organization whici} must close with a determined
enemy and defeat him in coémbaf. The sterile, air cbné‘-il’{t'ioned’, sensor
and laser electronic battlefield is not just over the ho‘i"i;zan.’

Let us proceed-on the assumption that this nation will continue its role

Y

of international responsibility and leadershipin the decades ahead. Let's
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also assume that we 4wish» to ;einfor’ce_ that woled role with creditable strategic
and general purpose' forces compoxsed_of‘volunte:ers who are capable and ready.
to quickly respond when called. upon. .Such forces should have certain fundamental
quaiities. These forces must be imbued with é pride in their individual units
and a pride in their individuals wi-t_bin those units. "Ea.ch member of those forces
muét believe that his unit functions successfully ciue in part to his own profess-
ional abilities. This spirit of individual and unit pride is reflected iq the high
degree of unit and individual proficiency in its tasks, ’th_e appearance of indivi-
dualé, and in their working and living areas. The self-esteem and competence
is reflected in the discipline structure - prompt obedience or response based
on established mutual respect for professional é.nd personal qpalities.

The armed forces are perceived as effective by a potential adversary and
act as a deterrant when the adversary sees this proficiency demonstrated.
These demqnsf.rations take thevfo:t»'m of force exercises, readiness reaction drills,
prescence forces dperations, and deportmenf of servicemen on off duty hours
on leave and liberty, particularly in foreigﬁ lands.

Thus, the proposed answers to the questions posed at the outset are now
laid out. 'What do you want us to be? "' A viable armed forces with a deep»sense
of military pfofessionalism permeating all ranks. Personnel who will feel valued
and satisfied as becoming better individualé because they have served in a R
worthwhile endeavor; whether for three years or thirty. This would be a
military professioﬁal force that neither sulks in the barracks nof votes on
courses of action in the barracks court yard.

"What do you want us to do? " Maintain an armed force that is ready, capable,

| 1a.
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and proud to do its duty; be highly proficient in aécofhpiishihg assigned objectives:;
deplofr and dispiay these qualities to a potex“f‘tia‘jl' advefséi‘y periédical’lyk.

At this pofht the-feader may well sigh and conclude he has juét labored
through someone re-inventing the wheel. Not‘:really, this was an attempt to
put back a hub-nut that was either thrown off our war chariot's wheel some time
ago or never got put on before the chariot was to sally forth That hub- nut is
'dlspelhng the perpetuated mythology that only the officer corps are the m111tary
professionals,’and that the military must be‘come either isolated or .lfi:be'ra..lized
after a war, |

~ There is no one key to Abuilding a viable; competent armed force. But a
basic pre;cep‘t that will enhance a unit and build a sysvtem of effective ﬁnit; is
the reinforcement of an .individu'al's positive éelf image within the unit, If all
ranks in the military understand they are mflita.ry profébssionals and are truly

expected to meet those standards at all times, then we will truly and proudly

know what we are to be and what we are to do.
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ADAPTIVE SYSTEMS CONCEPTS AND
THEIR APPLICATION TO STRATEGIC PLANNING

For strategic thinking, or "theory" if one prefers,
is nething if not pragmatic. Strategy is a "how to do
it" study, a guide for accomplishing something and doing
it efficiently. The question that matters in strategy--

“as in many other branches of politics--is, will the idea
work? '
Bernard Brodie

Introduction

For the past 15 yeabs,.much attention has been devoted to the Planning,
Programming, and Budgeting System (PPBS). The concept of PPBS has been
articu]ated at length and imp]emented in the Department of Defense. Basi;
cally, PPBS bfidges the gap between a perceived threat and a limited budget
through the actfvity of programming. The output of the PPB system is an
objective force. Far less attention has been given to explicitly 1ink1ng
the objective force level as an input with a combat output. This essay
takes the view that because the relationship between tactical combat per-
formance and strategic force level planning is not included, the PPB model
is incomplete. National security cannot be advocated effectivély before
the Congress under the present system aé long as force level impact on
combat effectiveness is relatively unknown. Force level planning at best
addresses an uncertain future. Current cybernetfc and adapfive system-

modeling concepts can aid in resolving this uncertainty.
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A recent publication (Tugwell, 1973) described four types of thinking
in planning toward an uncertain future. Normative thinking includes answer-
ing the difficult question, "What goals: are correct?" Scientific thinking
~attempts to exp1a1n behavior w1th genera11t1es that can predict. Futurist
thlnk1ng looks at aiternatives and seeks to discover both what is possible
and what is probable. Finally, strategic thinking'determines how to achieve
desired outcomes. This paper is primarily concerned with strategic think-
ing and the use of adaptive systems conéepts in order to model for the
achievement of desired goals.

The normative task of value judgmehts is that of an array of leadership-
produced by a democratic society. This leadership must be mindful of the -
admonition provided by Chester Bowles as he appraised the US Government in

1961: ‘
The question which concerns me most about this
new Administration is whether it lacks a genuine
sense of conviction about what is r1ght and what
is wrong. (Halberstam, 1972)
The ends-means tension is a clear danger for normative decisionmaking and
implementation. It is quite possible té become so focused on an objectivé
and its pragmatic worth that morality, while pursuing and achieving the
objective, becomes obscured. ‘_ ‘
Recent scientific thought linking the envirbnmeht with determining
predictable human behavior has been addressed by B. F. Skinner:
In the scientific picture a pérson is shaped by
evoluticnary contingencies of 'survival, displaying
behavioral pressures which bring him under control
of the environment in which he Tives, and largely
under the control of a social environment which he

and millions of others like him have constructed
and maintained during the evolution of a culture (1971).
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Skinner's arguments on the'énvironmental control of individuals are
compelling, but there must be some linkage to the value judgments of
normative thought. The requiéité value judgments‘can be viewed as man-
kind's great curse or blessing. However,,it is useful to pay heed_to
the suggestioﬁ of Dr. Rollo May, "Whenever confroT_is more imbortant than
the values that guide the éontrdl, then you_have_tbta1itarianism."
As-far as futurist thinking is conéernEd, some agrée with Stafford
‘Beer (1973) that: |
| In the first place I do nof believe that we can
forecast the future--and that is a fairly strong
zgjgggion: ;T?e future, I reckon, is known only

However, Beer does support the idea that a strategic methodology can be

developed which guidés a society toward planned objectives.

Approaches To Strategic Planning

Models are needed that can describe behavior directed toward norma-
tive goals. The question succinctly stated is as follows: are there
models that caﬁ link information, resource allocation, and gda] achieve-
ment? In a management by objectives milieu, such models would be of great
use. Procésses and approaches have been developed in the past that deal
with the allocation of scarce resources to meet objectives and some are
still in use. The planning, programming, and>budgeting system isva'
strategic methodology for resoUrce management. The objective is to obtain
with some precision the forces required to meet the perceived threat.

PPBS is in fact a process which rationalizes a logica1'way to gd about

resource management at the planning levels of the Service siaffs, the -
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Joint Staff, and the Office of the Secretary of Defense. While PPBS is

useful as a systematic way to go'about‘high-leve] decisionmaking, it does
not provide a methodology for testing vérious forcé'1evels to make certain
that the objective force inputs are adeduate to accomplish the required
combat task output. In fact, the PPB system is structured in.the reverse,
with a strategic objective plan igggg,‘budget constraints, and a force
Tevel output. Thére'are no satisfactor& measures: to provide either mi]f—
tary commandersvor Congress with inform%tion that the forces in being or
progrémmed are adequate to accomplish aﬁdefined combat t&sk. If the United
States Government deSires to maintain sécuriﬁvaith an adequate combat
capability at minimum cost, then the coﬁbat output must be éxp]iéit]y
linked to the force level input. The résu]t of the present pfocess is
.that the issue of combat oufput is not argued effectively or knowledge-
ably in the‘strﬁgg]effor'force Tevel fuﬁds:* .This is not because of
incompetency or purposeful misleading téstimony but ‘largely becéuse the
impact of strategic force levels on a défined'combat task is unknown
except within very broad 1imits. Thereiis some evidence that the budget-
ihg process has in practice become disaésociatéd from the objectives plan.
and can perhaps best be described as bu#eaucratic bargaining or "muddling
thrpugh." Lindb]om made this termino]ody part’of the decisionmaking lexi-
con in 1959, The idea is fhat bureaucra&ic decisionmaking is not.goé]_'
oriented but rather increménta1. Each jéar a given department asks pre- |

dictably for a 1ittle bit more; not withfa.specific.output in mind but~}

- *This issue is argued, to a point, %or individual weapdn systems as
the requirement for operational capability (ROC) is part of the weapon
system acquisition process. However, this essay is looking at force

levels in total. .
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with the conviction that more is better and a 1itt1é bit more is politically
enough. Policy is thus adaptive margina11y_in one direction, upward, and
cannot respond dynamica]]& to a brand new environment such as a rapidly
increasing conventioﬁal threat and emerging domestic impératives. The

best solution to this budgetary bargaining trap of incrementalism is to be
able to advocate, with candor, strategic force levels as inputs in terms

of defined combat objective outputs. The modeling problem is twofold:

(1) Model.the tactical level of combat in order to relate combat effective-
ness and resources. (2) Model the hierarchicai levels of a defense system
to link Service staff force level acquisition decisions with the use of
resources at the tactical level. This model should be able to function
during actual operations as well as test force level adequacy prior to
implementation. PPBS is at best a rational process model and the predic-
tive capabi]ity'of the incremental model can be characterized by short-term
accuracy. The incremental model predicts the arms race--more, and weapon
system acquisition--higher and faster. However, the incremental model is
unable to cope with significant departures from the status quo or with a
concept of limits. The above issues are the primary concerns of the strat-
egic planner.

What is called for then are models that can test effective behavior
and tie this behavior into resource acquisition. These models are.not
based on what an individual unit c]aims.it will do (the questionnaire biés)
or even rational behavior (an assumption of optimization). Rational
behavior requires khowledge of all the alternatives, the ability to raﬁk

order the alternatives, and the selection of the best a1ternative.‘ This
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situation rarely, if éver, exists in the real wor1d inc]uding particularly
the uncertain envinonment of combat. The suggested models have at their
_ base actual behavior and a concept of adaptive behévior. The approach taken
in this paper to explain the models is first to define the adaptive concept
and io éxplain the elements of the modeﬁs. Examples include the patient-
nurse-doctor triad in health systems and‘the aircraft as a man-machine system.
Finally, the models are evaluated with négard to their re]evanne feasibil-
'1ty, and ut11ity through an analysis of current efforts in the areas of

naval tactics and economics.

Adaptive Systems Concepts i

An adaptive system view of mode11ng uses certaln cybernet1c techniques.
Tugwel] (1973) has this to say about cybernetucs

There seems to be growing consensus that the rea11y
catalyt1c development of tne new era we are enter1ng
lies in the realm of 1nformat1on control and organi-
zation, and in the emergence of extremely efficient,
rapid, and complex cybernetic systems--self-conscious
learning--steering networks. Unlike the earlier
agricultural and 1ndu°tr1a1 revolutions which involved
the extension ¢f man's physlca1 power over nature
through the harnessing of first animate and then inani-
mate energy sources, the current transiticn scems to
involve an extension of man's mental power, his krowing
and perceiving abilities. !

Systems thouqht has progressed frnm the input, process, output paradigm to
~a more dynamic perspective, This persbective can be gainéd from the funda;
mental definition of a system--a set of interdependent parts. Now this
interdependency exists in at least two wéyS' hierarchically (the vertical
dimension) and funct1ona1]y (the hor1zonta1 dimension) at a given level of

the system. An example of hierarchical 1nt9rdependence is the Department

of Defense, United States Air Force, Strgteg1c Air Command, 17th Bomb Wing,
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and weapon system B-52H. There is also functional interdependence at a
given level of the system. For example, when a B-52 is in flight, there
is interdependenée among the functions provided by the flight controls,
the fuel lines, the pitot-static instruments, and impqrtantly, the regu-
lator function as represented by a pilot cOntrd]Ied input. The two models
under consideration in this paper represent these aspects of interdepen-
dency.A One relates hierarchical levels and the.other addresses functional
fnterdependence at one level of a system.

The notion of adaptive behavior is appropriate to both the systems
models, multi-level and single-level. The adaptive systems concept centers

on the:objective of survival which is dependent upon the dynamic stability

of interdependent essential variables and the use of information feedback

and limited resources to provide the requisite stability in a changing

external and internal environment. One of the best ways to describe adap-

tive behavior is fb focus on each element of the definition, thus proViding
the reader with a g1ossary. The e]enents: (1) the objeétive, (2) survival,
(3) dynamic stabiiity, (4) essential vaniab]es, (5) fnformation feedback, ”
(6) 1imited resources, and (7) a changing internal and external environment.
| The adaptive behévior of complex systems is goa]-dfrécted.and not random§

it is learned and not reflexive. Goal-directed and learned behavior pat-
terns are necessary to the model. The model adapts by measuring the dif--
ference between actual and ideal behavior as it progresses toward a defined
goal. Using this difference or error, the system is able to learn behavior
that permits its survival as it pursues a defined goal. In this context

the encompassing objective, and in fact the criterion of success, can be
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said.to be survival. This nbtion is useﬁu]_as behavior is observed and-
measured over time and not simply based dn whethem a defined goal is
accomplished. | | | | |
Theﬁcontinuing objective is said'tofbe survival. Interdependence was
discussed as functional (single-level) amd hierarchical (mu1t1 level).
Surviva] can be discussed in the same fr%mework. At a s1ng]e Tevel of a
system,-surviva] is necessary on a goa]-directed basis. -Clear1y, goal |
accomp]ishment is impossibie if the system does not survive'enreute, for
examp]e a bomber's approach to a target. 3 Looking at the multi-level system,
one common obJect1ve of large complex systems whether they are nation- states,
corporations, or m111tary organizations 1s their surv1va1 Survival is a
‘base line objective and has great and penhaps dom1nat1ng influence on a
system's behavior. Behavior can be ana]}zed with this.in mind, i.e., a
nation-state's vital interest in certainﬁraw materials or a corporation's
product diversification program. Lower feve] systems (a military unit) may
in fact be sacr1f1ced to permit the tota1 system s survival. However the
sacrifice of this lower level system is 1n vain and dysfunctrona] if its
|

defined goal was not accomplished. @

Dynamic stability means stability cﬁntinuing cver time. Dynamic

stab111ty Tinks the survival objective w1th a concept of limits. Basically,

if a system exceeds its limits, it becomes unstab]e and fails in its goal-
directed pursuit. This is a homeostat1cjconcept (Cannon, 1932) that relates
biology and systems theory The human bedy has certain essential variables
such as temperature and blood pressure that must stay within def1ned Timits

if the physical system is to survive. qu capability of any system to
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continuous1y stay within Timits is known as dynamic stability.

Essential variables help define dynamic stability with more precision.

These are variables

. « . which are closely related to survival and which

are closely linked dynamically so that marked changes

in any one leads sooner or later to marked changes in

the others (Ashby, 1960).
Examples in a biological system include pulse rafe, respiration rate, and
‘temperature. Some essential variables of an aircraft are airspeed and
rates of climb and agescent. - Thus, these essential variables have defin-
able limits and are closely related to each other, the stability of the

system and, in the final ana]ysis,‘the system's survival.

Information feedback is needed to let the system know the state of its

essential variab]es. These variables are not constant values but they do
have a band width that defines their stability. The human body can with-
stand a certain range of temperatures and the airborne aircraft must keep
its airspeed between stall and disintegration speeds. In order to remain
stable, the systen must recognize generally whethef or not the essential
variables are within limits and specificallybwhat'the values of the essen-
tial variables are. The system gains this knowledge by information feedback.
Now with knowledge of the system‘s state through information feedback
the system must be ab]e»to respond to impending instability. This response

is through the allocation éf scarce resources. The allocation process is

necessary because resources are indeed scarce. The human body has a con-
tinuous demand for food, the aircraft has a similar demand for fuel, and
an industrialized economy has a demand for raw materials. There. is a certain

self-sufficiency within the system: body fat, internal fuel tanks, the
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~ pation's natural neSOurees, but invariably this supply is limited. Thus,
resources}must be acquired and'a]]ocatedﬁfrom both within the system and,
important]y, from outside the system even when the.system is as large as

a nation-state. Resources are a]locatedxin resbonse to information feed-
back. This feedback indicates differences between the ideal value of an
essential yariab]e and the actual va1ue,jrequiring, to resolve the differ-
ence, the use of a resource. ’Tn order td maintain aircraft stability when
the desired (1dea1) airspeed is higher than ‘the indicated (actual) airspeed,
- power (e resource) is added to keep the a1rspeed variable within 11m1ts
Survival of a system can be defined as ocpurr1ng, ". . . when a line of
behavior takes no essential variable outside given limits (Ashby, 1960)."

The reason the adaptive system line bf reascning is necessary and the

mode] provides some needed insights is beeause of a changing internal and

external environment. If the environment%was constant, resource allocation
could be linear and dynanic stability wouﬁd not be a problem. But the con-
-notation of dynamic includes both the dimensions of time and change. Complex
systems must deal with change in their 1nterna1 and external environments.
Within the system, an airborne a1rcraft must adapt to changes in the air-
craft's conf1gurat1on such as lowering the landing gear or possibly the
“incapacitation of the pilot. A nat1on—st§te must adapt to a domestic energy
shortage and environmentalist's concerns,? Regarding the externai environ-
ment, the aircraft flies through various weather patterns; the nation is

challenged by another state's expansionistic foreign policy. The conse-

quence of non-adaptive behavior is instabjlity end subsequent system failure.
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A Single Level Model

The use of adaptive systems concepts is best expressed in models.
A typical cybernetic model and one that has been used in Significant
adaptive systems research was developed by Professor Daniel How]and—of
the Ohio State University. It shod]d be noted thét this model deals with
a single level and describes functional inferdependence., A multi-level
hierarchical model is presented later in the paper. |

This single level model (Figure 1) is referred to by HéW]and, Colson,
" and McLean (1973) as a structural model. The model is open to the external
environnent and also contains a closed 160p which means it depends on infor-r
mation feedback. The model has been used to represent the behavior of
health éystems (HOw]and,'1970) and the aircraft as a man-machiﬁe system
(Shaud, 1973). The paper's approach to discussing the model is to define
the components %n terms of the hea]thAsystem and then describe the informa-
tion flow usiné an aircraft problem. The components of the model function
as follows: The state brocessor.is an information sour¢e. In the health
system, it represents the patient abstracted as a set of essential or per-
~ formance variables (Y): for example, temperature and blood bressure, that
must be kept within limits if the patient is to survive. The state proces-
sor also represehts the resources (X) such as drugs being applied to keep
the essential variables within limits and the environment (8) which could
include the room temperature. The monitor observes and measures the infor-
mation provided by the state processor. Importantly, the monitor captures
this information continuously over time., The information is theﬁ sent on
the controller and the comparator. The controTlér establishes the 1imits

~ for the essential variables. It is aided in this task by a memory which
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Fig. 1 --Single-level model (Howland, Colson, McLeén, 1973)
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fecords and recalls experience data from prior‘hesponse to disturbances.

The comparator thénvdetermines the difference or error between the actual

state of the essential variables and the desired state specified by the

controller. This error information is forwarded to the regulator which

allocates resources to keep the essential variables within 1imits. The

environment is the Source of disturbances which tends to drive the essen-

tial variables out df Timits. These disturbances can originate inside or

voutside the system. In summary, the components of the model are system

functions structured in such a way to represent behavior, adaptive behav1or

As Ashby (1956) points out “cybernetics . . . treats, not th1ngs but ways

of behaving. It does not ask 'what is th1s th1ng?' but 'what does it do?'."
An individual could perform severa1 system functions. A person that

is control]er comparator and regulator in a man- mach1ne system is the pilot

of an aircraft. The aircraft is an example of an adapt1ve system clearly

dependent on dynamic stability for survival. In order to illustrate how

the single level model déséribes adaptive behavior, consider an airborne

aircraft. The plane is on final approach to land with a'desiréd approach

speéd of 130 mph and a stalling speed of 110 mph. Thus, the lower stabil-

ity/survival 1imit is well-defined. The model represents this situation

with the state processor. In the aircraft, this is the pitot-static system

that gathers information on the aircraft's essential performance variables

including altitude, airspeed, and vertical velocity. Resource information
is collected by fuel probes and engine servo-mechanisms. The external
environment of gusty surface winds is impacting on the aircraft. The monitor

in this system is the pilot's instrument panel. The use of resources is
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is reflected by the tachometers and other power 1n§truments. In this ex-
_ampﬁe; the indicated éirspeed reads 120 mph with a.decreasing trend over
time. The rate of descent and altitude ﬁre appropriate for the approach.
The spec1f1c essent1a1 var1ab1e 51tuat1on of 120 mph is forwarded in the
controller wh1ch knows from its memory that the desired airspeed is 130 mph
and the Timiting speed is 110 mph. Due yo the memory, the adaptive system
does not need toleérn throughexperimentevery time the aircraft is 6n final
approach that the aircraft becomes unstasle at 110 mph, The comparator
references the desired a1rspeed 130 mph w1th the actual airspeed 120 mph
and passes this error information to the regulator. The regulator corrects
this error through chang1ng the amount of resource application. In this |
instance, power is applied to reverse thg decreasing trend of the airspeed.
The new state of the system with increaséd fuel flow and increasing airspeed

~ is again sensed by the state processor aﬁd the information loop maintains

its dynamic quality and its continuity. %This then is a fairly simple illus-
tration of fhe single-level cybernetic m&de]. This level, known as the
tactical unit level, represents the actuality of resource use in a hierar-
chical scheme and is obviously not limited to simply an incremental increase

in the application of resources to cope with a disturbance.

The Multi-Level Model-

In order to relate resource use, a]]ocation and acquisition, systems

may be partitioned into tactical, operat1ona1, and strategic levels (How]and
1970). The tactical level is the bas1c 1eve1 of the system which was dis-
cussed in the preceding section. This 1s the level at which the system

reacts through use of resources to part1cu1ar environmental disturbances.
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A11 other levels of the system are then responsive to the actual performance

which takes p]ace at the tactical unit level. The operational level allo-

cates resources to various tactical units and must make allocation decisions
among units based on the unit's capability to use the resources. The strat-
egic 1e§e1 acquires resources based on the tactical units potentiality to
meet a projected demand. The external environment is thus interacted with
twice; by tactical use and strategic acquisition. In summary, all levels
of a complex}mu1ti-1eve1 system such as the Department of Defense must be
responsive to the activity which takes place at the tactical unit level.
TWo models are invo]ved.‘ The firﬁt is the cybernetic model of adaptive
behavior at the tactical level. The secbnd is the multi-level model which
describes the interdependency that exists among levels. The major advan-
tages of accomp1ishing this modeling task is to reduce counter-productive
-sub-optimization (Hitch, 1953) at any one level énd focus the attention of
strategic level planners on the tacfica1 results of their'decisipns.

The multi-level mode (Figure 2) is referred to by Howland, Colson,
and McLean (1973) as a hierarchical model. - One approach to the rationali-
zation of this modeling scheme is provided by a British cybernetician,
Stafford Beer (1973). This essay in effect combines the schematié concept
of Howland, et. al. and the rationalization of Beer withban 6rientation of
defense resource management. The medel indicates three levels of hierarchy:
the level that acquires futﬁre forces, the level that a]]ocates existing
forces, and the 1evé] that is usfng force to perform the assigned task.
The Tevels are interconnected with two loops. The information loop is

open to all levels indicating the necessity for feedback throughout the
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hierarchy in order to deal w1th the acqu1sition and d1stribut1on of
resources. The resource 1oop progresses from the strateg1c Tevel to each
of the lower levels indicating the a acquisition source at the strategic
level. 'The source of resources at the strategic level is connected with’
the use of resources at the tactical level through an operational transi-
tion that can best be described as an allocation process.

The key to- tn1s system is the usefu]ness of the 1nformat1on flow.
‘The managerial information is based on a defined task obJect1ve ‘at the
tactical level. Management by ob3ect1ves is cr1t1ca1 to the model. Wlth
a defined objective, there are three measures taken. The first, using an
output illustration, is gggggl_outpUt, i.e., targets destroyed by a given
strike force. The second is output capability which recognizes the limita-
tion of existing subsystems but assumes no abbrts, no equipment failure
enroute,'or planned targets not attacked. The third is output potential
which assumes rea]istie relief of existing subsystem constraints. For ex-
ample, a potential could assume all aircraft in a squadron are modified
for an increased bomb load or even that an advanced weapon system is being
used. These three measures can be taken of either resource variables such
as manpower or performance variables such as attack altitude. What is sig-
nificant is that each variable is necessary to the task accomplishment of
the tactical unit. That means the variable can be related to the unit's
goal directed behavior. | |

The success of the h1erarch1ca1 model is dependent on the proper selec-
tion of variables at the tactical level. It is in this that the single-level

cybernetic rationale discussed earlier is most useful. There must be a
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well-defined task reQUiring the expenditnre of'resources dependent on
information feedback to properly cope with a dynamic situation. An ex-
ample'of this is the destruction of a hiéh]y defended target complex by
missile and}bomber forces. The output variable is destroyed targets with
a great variety of resource and performance‘vaiables. This sftuation
could eithervbe gamed or in existence asian actual operation At least
two learning curves deve]op, one 1n response to defeating a dynam1c de-
fense and the other reflecting successfu1 target destruct1on Possible
resource and performance variables are-weapon system mix selection, airerew
training, ordnance loading and attack sequencing. Resource and performance
variables that are essential to the desined'output can be determined through
the tactical unit cybernetic model. If mod1fy1ng a resource or performance
variable 1nf1uenced the output while stay1ng within the limitations demanded
by stability, then the essentiality of the variable has been determined.

In Tinking the tactical user with the strategic source through the

. I
operational allocation process, the measures of potentiality, capability,

and actuality are again used. Potentia]iiy relates to strategic planning
in order.to'selectvthose essential vaniabﬁes for acquiring future forces
that most influence tactical output. Capabi]itz fs importanf to operational
planning dea]ing with the best a11ocationiof existing forces. Actuality is
most useful to the tactical commander as ne adapts to‘the changing tactical
situation. | |

The multi-level model enables the defense organization to come to terms
with the fo110wing rea]ities:v (M) Decisienmaking must be decentra]iied to

permit the man with the best information io dperate. (2) Control must be
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centralized to prevent subobtimization. The measures of potentia]ity,'
capability, and actuality enable each level of the hierarchy to make
decisions relative to their level--determining future forces, mixing

present forces, and evaluating mission accomplishment. Decisionmaking

is relegated to the proper level with regard to resource usage. Control

is made possible through a resource allocation process based on output
centered information from the tactical unit level. The goal is long-tekm
survival for the entire multi-level system by insuring an effective re-
sponse at the boundaries where the system comes in contact with the external
environment. These boundaries are permeable and exist both where resources
are acquired (the strategic Tevel deals_with private industry) and used

(the tactical level engages in combat). '

Analysis of Current Models

One method to assess adaptive sysfems modeling is to analyze its cur- '
rent application. There have been two relatively recent examples of the
‘types of models this study has addressed. The single-level cybernetic model
was Qsed by Howland, Colson, and MclLean in an analysis of naval tactics
(1973). The multi-level hierarchical model was used by Stafford Beer in
describing an economic system (1974).

Naval tactics. In their Tactical Analysis, Howland, Colson, and McLean

first establish a multi-level hiefarchy of systems. At the strategic level
is the office of naval operations whoée job is defined as selecting ". . .

man and machine components of FUTURE forces." At the operationa] level is

“the Force Commander who utilizes. . . EXISTING forces. Task forces are

formed by assembling availab]e force units.”" Finally, at the tactical level
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are the Force Unit Cdmmanders who command ". . . INDIVIDUAL tactical units
maneuvered tovpérform assigned tasks and missions." This partitioned hier-
archy of systems is built on the tactical unit level in a bottom-up scheme

and for that reasoh the Tactical Analysis study concentrates on modeling

the tactical unit level. The study focuses on anti-submarine wérfare (ASW)
with the ASW submarine as the specific téctical unit.
The tactical unit or single_1eve1 mgde1 is concerned with an inside-

out view of the tactical situation. In other words, the model represents
only what is known by the ASW submarine ktactica]lunit) commander and is
not the view of an outside observer who &an visualize the entire tactical
situation. The task sequence is standard for the ASH mission and is defined
for the commander as: .Search,'Classify,;Approach, Attack, and Escape.

~ Within the single-level structural model is one function known as the
monitor which, as the reader reca]]é fro@ the ear]ief general cybernetic
model description, displays environmentai, resource, and performance infor-
mation. Now it is from this monitor that an analysis of the tactical unit's

(submarine's) behavior can proceed. Environmental variables include, for

example, the sound velocity at a particular depth. Resource variables

ére the man and machine combonents of the system. The state of these
AVariables can be measured by such things as the amount of integral crew
training received by the fire control approach team. The performance or
essential variables which define the systems stabtlity and display the sub-
marine's capability to achieve its goal of killing an enemy submarine are

represented by course, speed, and depth.
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Through an analysis of the information provided by the monitof,thé
relationships among the environment, the resourées, and the submarine's
performance can be suggested. Some possible outcomes of using the tac-
tical unit model are suggested by the questions in the fo]]owing categories:

Task accomp11shment

What event sequences are most frequently successful?
Environment: |
- Are ‘there optimal environmental conditons for mission success?
Can these environmental conditions be controlled or used? |
Resources:

What are the most effective resource mixes?

What are the quantities of resources used by the e mixes?

Do various resource sequences influence performance?

What are the qudntities of resources used by these sequences?
Are any time-resource tradeoffs suggested by the data? |
How are resources used in norma]vas 6pposed to combat operations?
Performance:
What afe the satisfactory and stable performance envelopes?
Are any performance-resource tradeoffs suggested by the data?
It is in testing the hypotheses generated by such questions that the tactical
unit model is of great value. |
The general use of tactical unit models falls into two related cate-
gories: (1) The above-mentioned testing of clearly specified hypotheses
and (2) the explicit measurement of resource usage associated with the

tactical unit's behavior. Hypothesis testing permits the development of
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tactics for effective employment. Measurement of resources associated with
mission accomplishment both suggests the éfficient use of resources and
lets the planner know what quantities of fesources'are in fact being used.
Modeling gggggl behavior can gfve a base line of reality to planning. The
model can also be used to show ¢ 9ab111tz by d1sp1ay1ng only the efficient
behavior of the existing system. F1na11yP the model can show the systen S
potential by projecting new subsystems 1nto the tact1ca1 situation.
Economics. In February, 1973 Stafford Beer de11vered a lecture which
described his work in modeling a develop1ng economy. Essentially, Beer used
a mu1+1 level hierarchical model. The tact1ca1 unit level is the firm.
The operat1ona1 level is the industrial sector and the strateg1c (normative)
level is the total economic system. Beer refers to th1s h1erarch1ca1
relationship as recursion" . . . all v1ab1e systems contain viable systems
and are conta1ned w1th1n viable systems.'

The methodology of the planning re]at1onsh1p among the hierarchical

or recursive levels centers on the concepts of actua11ty, capability, and

potentiality. Actuality is the measure of the firm's output being achieved.
\

The measurement of actuality fluctuates cpnt1nous1y since actual output is
[ .

susceptible to any environmental disturbahce. Actuality is usually not
] '
equal to-capability due to imperfect orgahizationa] structure. .Capability

is the output. possible recognizing the cobstraining limitations of indivi-

dual subsystems.

Capability is a systems concept: . . .'capability'
is not to be confused with 'capacity' which is not
a systems concept--because it alleges that some

part of the system can in theory do something that

may ?e rendered impossible by other parts (Beer,
1974
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Capabi1itj is a much steadieh variable than actuality. Potentia]ityvis

the output gained by realistic relief of subsystem constraints, "we look

for investment--in new equ1pment to cure the bottlenecks, or in research
to cure technological short_comjngs." The potentiality variab]e,has an
absolute value," . . . until the system'itself is structurally changed."

Control of this economic system is maintained by use of the ratios
provided through measures of actua]ity,_capabi]jty, and potentiality.
There are three indicies: productivity, latency, and performance. Produc-
tivity is the relationship between capability and actua11ty Latency com-
pares potentiality and capability which can indicate needed investment.
Finally, performance measures potentiality against actuality giving some
notion of the immediate worth of an innovation. The measures used to form
these ratios can be of either inputs (raw materials) or oﬁtputs (finished
stocks). Using'outputs, the progression from actuality to potentiality
results in larger numbers. If inputs are used with the same progression,
the absolute value of the quantities becomes smaller. This is significant
only in that while forming the ratios the smaller number is always used in
the numerator producing an index less than one.

With this sort of control éystem, the computer becomes essential.
Actua11t1es are fed into the computer da11y Capability and potentiality
once comnuted are retained in the memory bank. The indicies ére then
computed and compared with recent history. There are four possible outcomes:
no changé, transient change, change in slope, and a step change. The com-
puter uses a management by exception methodo]ogy and only reporté slope

‘and step changes. The exact Tlimits are established by the manager aware
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of the critical value jddgment hot tb diecardvtoo much information or over-
react‘to too little information. | |

Now, how are these indiceé related ﬁp the hierarchy? Only the manager
at the firm level receives any 1nformat1on about the details of his enter-
prwse. He alsc has the use of the computer to experiment with varying
inputs. Ind1c1es ref]ect1ng exceptxonal‘data are sent to the next mana-~
gerial level. This infdrmation is sent after en'appropriate delay for the
firm manager to do sbmeihing about an emerging problem, He is not1f1ed
when the next level is befng alerted. The assumption is that the firm
manager will take care of the situation'whowever, it is a]so clear that ‘
some c]asses of problems are the proper concern of h1gher manager1a1 levels
if they are to be so]ved ;

This then is a brief discussion of a multi-level model with an eccnomic
base. It references a lower level acquiéition input and a top level eco-
nomie output. In a sense the defense mufti-1eve1 model uses an opposite
set of circumstanees. The top level acq@ires resource inputs and the bottom
"~ level uses them; But in both models thesexternal environment is directly
interacted with twice (acquisition and use) and the relationship among levels
reflects an information f]ow in both d1rect1ons. This multi-level model,
as in the 51ng1e—1eve1 mocdel, enables the strateg1c p]aﬁner to both keep
track of current operations and test 1nnovat1ons The single-level model
can provide the tactical information for the mu1t1 level model to communicate.
Summation - |

The paper thus far has provided theﬁ}eader with some notion of the need
for a new strategic modeling approach, an explanation of what is meant by
adaptive systems concepts, and an analys{e of current efforts with cybernetic
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models in naval anti-submarine opefations and the economic‘sector. By way
of Summafy, the study briefly addresses the relevance, feasibility, and
utility of using adaptivé systems concepts for a strategic planning metho-
dology. | B

Relevance. Two problems with strategic planning were described at
the beginning of this study. They were, first, that as the strategic planner
acquires resources he has lost touch with the resource user at the tactical
level. Sécbnd]y, because of this information shortage, the resource acdui-
sition logic is based more on an input basis with an incremental and compe—-,
titive approach to budgeting than the necessary effectiveness of a combat ‘
output. This statement does not argue against PPBS and.the weapon system
-acquisition process. The point is that the_rationa] process model is neces-
sary but not suffibient. Ah adjunct model is needed to provide a closed
Toop between the force level 1nput'and a combat output. Perceiving the
resource management of the Department of Defensé as a system in contact
with an external environment at two locations, the point where the system
interacts with the private sector for resource acquisition is reasonably
well-defined. However, where the system interacts with the environment
for resource use in combat is not well-defined. This is a relevant problem
for the strategic planner as he acquires and é]]ocates‘resources and also
as he must argué persuasively for the monies to obtain these resources.

Feasibility. In order to provide the strategic p]annef with a metho-
do1ogy he can use to associate resource acquisition with a combat output,
two models are required. One describes the tactica] unit level where the

defense resources are used in combat. The second model transmits this

Approved For Release 2004/10/20 : CIA-RDP80B01554R003600260003-6




| Apprc)ved For Release 2004/10/20 : CIA-RDP80B01554R003600260003-6

24

information in useful form to the strateg1c Tevel. The question of feasi-
-bility raises the issue of whether th1s can be done In this particular
instance, the questlon is d1rected more ‘at the ab111ty of the Defense
‘Department to conceptua11ze what must be done than questions of hardware
or technofogy The projects referenced 1n th1s paper have shown that the
. mode11ng procedures are within the state of the art. If the state of the
art limit is being approached, it is 1n Defense s ability to define tactical
‘units, to sense 1nterdependenc1es, and to adapt an organ1zat1ona1 structure
which can accept and use this 1nformat1on. This is perhaps a strength of
this part1cu1ar modeling approach in that it depends on the 1ns1ghts of
the peop]e who actually work with the defense systems To quote Stafford
Beer, "You do not need a string of degrees to understand how to .
chart . . . the activity that surrounds §our daily Tife (1974)." The exper-
tise of the researcher is used for teach1ng and guiding a systems approach
to modeling. |
Utility. The question of utility is main]y, of what use is the so]ution?
Did the solution answer the relevant question? Fundamentally, the models
are attempting to deal with the uncertaidty of future combat. The multi-
Tevel and sing]e-]eve] models in combinatﬁon can do two things: (1) The
models can test hypotheses and discover 1nterre1atlonsh1ps and tradeoffs
wh1ch can aid in determ1n1ng a state of readTness and in fact improve that
state of read1ness "The models. observe and measure behavior. This behavior
results in event and.performance 1nformatdon which can update'tactics.
(2) The models explicitly measure the use of resources. The resburceIUSe

relates directly to the allocation and acduisition processes.
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Harkabi discusses fhe type of strategic methodology presented by

this paper in his publication, Nuclear War and Nuclear Peace:

In the past strategy dealt with the application of
force, the allocation of units and their maneuver-
ing more than with the planning of force structure.
In nuclear strategy the planning of force structure
has become of much greater importance. Quantitative
analysis can be very useful ... . but ultimately
great strategic decisions will always be based on
estimates and calculated risks (1966).

. In the current world situation, acquisition‘during §trategic combat
is ﬁot likely. For this reason and due to the enormity of the stakes
involved, force level determination is critical. This essay advocates a
new concept to meet the challenge of an uncértain futufe. No pretense

is made to automate essential value judgments.
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Abstract

PURPOSE: To explore the use of adaptive systems concepts and cyber-

~netic modeling techniques in order to accomplish the task of force

level planning. The intent is to link strategic level force p]ann1ng
Yith -tactical 1cve1 resource usage.

DISCUSSION: The essay presents two models. The first is a cybernetic
modal at the tactical unit level which relates performance, resources,
and goal achievement., The seccnd model is hierarchical and interrelates

the strategic planner and the tactical user with information flows.

CONCLUSIONS:

1. The relevance of the paper centers on a displayed need for strate-
gic force 1eve] planning in the context of cowbat effectiveness.

2. The fea51b111ty of the models is contested not so much by the
significant r}gor of the computer technology but by the Dofense
organization's desire to accept a systems concept.

3. The utility of the models is twofold. The models permit

hypotheses testing prior to combat 1mp1ementat1cn and also .the measure—
menit of resource expend1tures
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