Fi nal Report of the
West Poi nt Study G oup



23 SEP 1977

ERRATA SHEET

p. iii, line 16 should read "M ddl e States Associ ation of Schools and
Col | eges™

n "

p. 4, insert ; on line 28 between "for" and "ethic"
p. 42, line 2, "agendas" should read "agenda"

p. 90, line 40, should read "of relative



DEPARTMVENT OF THE ARWY
OFFI CE OF THE DEPUTY CH EF OF STAFF FOR PERSONNEL
WASHI NGTON, D. C. 20310

DAPE- ZBW 27 July 1977

CGeneral Bernard W Rogers
Chief of Staff

United States Arny
Washi ngt on, DC 20310

Dear Ceneral Rogers,

Attached is the report of the West Point Study G oup charged by you
to examne all aspects of the United States MIlitary Acadeny. The
undersigned are in agreenent with the findings and recomendati ons
contai ned therein and recomrend early attention be given to them

The ent husi astic assistance accorded the Study G oup by civilian
and governmental institutions was of great value. The respect, deep
concern, and great affection for the Mlitary Acadeny evi denced
t hroughout the country was not only heartwarm ng but inspired our work
W have been heartened by the dedication and quality of the cadets,
faculty, and staff of the MIlitary Acadeny and by the basic strengths of
the institution. W note that West Point is changing and has changed
even as we conducted our inquiry. W are encouraged by the initiative
al ready taken to address many of the problens discussed in this report.

Deeply aware of the responsibility that you placed on us, we
respectfully submt this report.

Si ncerely yours,

H LLMAN DI CKI NSON JACK V. MACKMULL JACK N. MERRI TT

Maj or Ceneral , USA Maj or General, USA Bri gadi er General, USA
Chai rman, Academ c Chai rman, Environnent Chairman, Mlitary
Commttee Commttee Pr of essi ona

Devel oprent
Committee



TABLE OF CONTENTS

Page

Letter of Transmttal [

Pref ace P

Chapter | I nt roduction 1

Chapter 11 Reconmmendat i ons 9

Chapter 111 The Envi r onnent 33

Chapter 1V Gover nance 35

Chapter V Academi ¢ Program 60

Chapter VI Mlitary Professional Devel opnent Program 96

Chapter VI Intercollegiate Athletics 125

Chapter VIII Extracurricul ar Activities 133

Chapter 1X Honor Code and System 136
Appendi xes

A Bor man Report Recomendati ons, Arny Response, 143

Study G oup Recommendati ons

B Conmi ttee Menbers and Consul tants 152

C Research Log 162

D Board and Committee Structure 164

E Adm ssi ons 173

F Institutional Functioning Inventory 177



PREFACE

In the aftermath of the cheating incident of 1976, the Chief of Staff
of the Arny felt the need for a broad, searching exam nation of the
entire U S Mlitary Acadeny and saw in the climate of healthy self-
exam nation the opportunity to make such changes as m ght be found
necessary. Thus, in early January, he directed the formation of the
West Point Study Group and charged it to study, not sinply those aspects
pertaining to Honor, as in the case of the Borman Conm ssion, but with a
t horough review of all aspects of the Acadeny. The Study G oup drew its
menbers and consultants fromthe active Arny, Departnent of Arny
civilians, Federal Service enployees and | eaders of the academ c and
busi ness community. Mlitary menbers represented a spectrumof mlitary
branches, experience, educational disciplines and varied service at the
Acadeny. Sone had no previous relationship with West Point. Consultant
reconmendati ons were solicited from many sources: the National Acadeny
of Sciences, the National Institute of Education, the Mddle States
Associ ation of Schools Coll eges, the Departnent of Defense including all
three services, the Library of Congress and other appropriate civilian
organi zations. A detailed list of conmttee nenbers appears at Appendi x
B. The Study G oup operated under the general auspices of the Assistant
Deputy Chief of Staff for Personnel and consisted of three commttees-
Academi c, Environment and MIlitary Professional Devel opnment--each under
t he gui dance of a general officer

Over the next 7 nonths, the nenbers of the Commttee probed rel evant
aspects of the Acadeny enploying a variety of techniques. To develop a
dat abase, the Study G oup conducted nunerous interviews, nade many
visits, adm nistered questionnaires and studied a wide field of
available literature. The Goup consulted with nenbers of the Arny
staff, the Superintendent, Dean and Conmandant of the Acadeny and over
300 menbers of the Acadeny staff and faculty, as well as the
superintendents, deans, conmmandants and faculty of the other U S
servi ce academ es and the Canadi an, British, German and French
academ es. The Goup also interviewed nearly 600 cadets and severa
cadets and m dshipnen fromthe Air Force and Naval academ es. Over 40
general officers, active and retired, were contacted to determ ne what
t hose who had achi eved professional success m ght suggest to inprove the
Academny and its graduates. Still other interviews included | eaders of
t he academ c community.

The Study G oup made fact-finding visits to nunerous | ocations
including all U S. and five foreign service academes. The Goup al so
visited 16 private or state colleges or universities. Visits to active
Arny educational institutions included the US Arny War Col | ege, the
Command and Ceneral Staff College, and seven Training and Doctrine
Command Schools. Study G oup nenbers visited nine Arny divisions.
Questionnaires were admnistered to nearly a thousand new y-conm ssi oned
i eutenants and over 700 of their conmanders and subordi nates.
Questionnaire



responses from Acadeny personnel included over 1600 cadets and nearly
400 staff and faculty. The Study Group also elicited |letter responses
fromcurrent corps and division conmanders, major command chiefs of
staff, commandants of conbat and conmbat support arm schools and separate
bri gade and regi nental comuanders.

Research efforts enbraced a wide variety of material to include
accreditation reports of both the United States MIlitary and Nava
Academi es. The G oup reviewed previous studies of the various academ es
such as the reports of the Fol som Conmittee, the Kappel Board, the Wite
Commttee and the General Accounting Ofice. Equally useful were the
annual class questionnaires and surveys of graduates. The G oup al so
studi ed a nunber of commercially published works.

The Study G oup defined objectives and neasures of success, generated
di scussi on, evaluated alternatives and reconmended actions and topics
for further study. MIlitary Acadeny personnel participated and assisted
the work in many ways, as did many ot her Department of Arny
organi zations. The Study G oup particularly appreciates the wlling
hel p and advi ce received fromindividual s throughout the country.
Former mlitary nmen were generous in their aid. Busy educators
ent husi astically provided inval uabl e hel p and perspective. The affection
and concern for the MIlitary Acadeny throughout the country have been
inspiring to all who have partici pated.



CHAPTER |

I NTRODUCTI ON AND CONCEPT

A. I ntroduction

Respondi ng to guidance fromthe Chief of Staff of the Army, the West
Poi nt Study G oup exam ned the United States MIlitary Acadeny and found
it basically a sound institution. This report summarizes the ways in
whi ch the Group believes this institution can be made even better, The
El ectrical Engineering 304 cheating incident in the Spring of 1976, the
Report of the Special Comm ssion on the U S. Mlitary Acadeny (the
Borman Report) in Decenber 1976, and our review indicate that the
Acadeny has fallen victimto a nunber of problens which in conplex and
subtl e ways have conpounded. The Study G oup believes that these
probl ens can be sol ved by pronpt and vigorous action to carry out the
reconmendati ons of the Borman Conmm ssion, Wst Point Special Actions
G oup, and this report. The following report is inevitably problem
oriented. It makes no attenpt to chronicle the many excell ent aspects
of West Point, and there are aspects of every part of the Acadeny which
inspire admration

The probl enms assune a variety of specific forns, but certain
general i zations are possible. First, the Study Goup notes a sl ackening
of the pursuit of excellence. It appears everywhere in cadet |life but
is nost troubling in the academ ¢ program Mny cadets, of course,
vigorously work for academ c achievenent. A significant nunber,
however, do not. Some even attenpt to di scourage other cadets from
seeki ng acadenic distinction, using nmethods which range from casua
di sparagi ng remarks to consci ous nmani pul ati on of peer evaluations. There
are simlar denigrations of mlitary training, athletic prowess and of
adherence to the highest ethical and professional values. One nust
assert correctly that such attitudes are abundant in every undergraduate
institution. W believe, however, that the National MIlitary Acadeny
bears a special responsibility for excellence.

Second, the Study G oup observes a concomtant decline in the
st andar ds demanded of cadets by the Acadeny, perhaps in part because of
concern for attrition. Marginal schol astic performances do not preclude
graduation. Even the frequency of success on the playing fields has
declined. There is a pervasive need to set and enforce standards in al
aspects of the cadet experience.

A third general problemidentified by the Study G oup is an apparent
| ack of accepted conmon objectives for the whole institution, an
uncertainty of purpose which repeated recitation of the m ssion
stat enment cannot disguise. There is a disturbing |ack of conprehensive
supervi sion and | ong-range planning. There are too frequent exanples of
uncl ear assignnment of responsibility and authority. Senior officials
seemoverly occupied with mnor admnistrative matters. The
Superi ntendent's



span of control is excessive, and the brevity of his tour conflicts with
the need for continuity in that position. The Dean and the senior
faculty--all tenured and steeped in know edge of the Acadeny--are teaned
with transient counterparts in the Departnent of Tactics. At the junior
officer level, the faculty conmes fromthe upper quartile academ cally,
while the tactical officers are overwhelmngly fromthe | ower half.
There are doubts and conflicts about the role of tactical officers, the
pl ace of women in the Arny, and priorities in the education and training
of cadets--to nane but three contentious issues. C eavages exi st
between faculty and non-faculty, academc and mlitary, senior and
junior, tenured and non-tenured, male and fenale, officer and cadet.

Rat her than joining in pursuit of a common goal, the various el enents
follow their separate ains, |acking in true comunication, uninfornmed of
each other's interests, each believing his own prograns shoul d be
afforded first priority, often conpeting for cadet tine.

Not surprisingly, cadets frequently find thensel ves whi psawed anpng
conflicting requirenents that show little toleration for other demands.
Multiple tasks rigidly schedul ed so fragnment each day that cadets sel dom
enj oy the satisfaction of concentration on a single activity, whether
academc, mlitary, athletic, or recreational. The |arge nunber of
courses required for graduation and the few options for electives result
in scattered academic attention and Iimted opportunity for study in
depth. The need to inprove nanagenent of cadet tinme is hei ghtened by
t he exi stence of cadet chain of command duties (sonetines unnecessary or
uni nportant), the rigors of physical education and sports schedul es, and
a large nunber of attractive extracurricular, recreational, and cultura
activities.

The Study Goup found that a relatively hunorl ess atnosphere seens to
prevail. True, West Point is a serious place engaged in a serious
purpose. It has always been so but did not always |ack the
| i ght heartedness and zest that characterize nost groups of young people
who are presumably following a freely chosen path. A certain grimess
mar ks many of the cadets, an outl ook which may blind themto many of
life's hunorous aspects and rob them of much of the enjoynent of their
four-year experience.

Fourth, the Acadeny is not institutionally sensitive to evidence of
the need for change nor is it organized to be decisive in nmaking
changes. Problens are identified falteringly and sol ved hesitantly. Most
tradition-laden institutions change slowy, and this characteristic can
and has been a strength. West Point nust not scrap fundanent al
principles and mmc every fad. |1ndeed West Point has avoi ded nmuch of
the trauma and turnoil experienced by other institutions of higher
educati on and




has retained features to which the best colleges are now returning. For
this we conplinment the Acadenmy. But a healthy institution also
confidently identifies its own weaknesses and aggressively noves to
correct them The Study G oup sees a nunber of areas at the Acadeny
which call for such attention. There should be a review of all pedagogy
in both the educational and training prograns; poor courses should be

i nproved or elimnated; a major effort to inprove cadet witing should
begin; quality standards for graduation should be established. Measures
shoul d be taken to reverse the intellectual inbreeding of the faculty
and staff and to increase their participation in the educational

mai nstream of the county. The pervasive negative effects of the Genera
Order of Merit, the Leadership Evaluation System and the Disciplinary
System shoul d be recogni zed and curbed. The contenporary | eadership
style of the Arny at |large should replace the autocratic style which too
often is seen at the Acadeny and which inpairs the effectiveness of
young graduates in their initial tours. Adm ssion standards, especially
t he demandi ng physical fitness requirenments for wonen, shoul d be
reviewed. The Acadeny shoul d address the probl ens of the
intercollegiate athletic program the need for clear direction, for
support fromall quarters, for inproved facilities.

Finally, the Study Group wishes to reaffirmthe inportance of the
Honor Code to the central purpose of the Acadeny and to stress the need
for all aspects of Acadeny |life to be organi zed and conducted to support
t he Honor Code and the highest ideals of the mlitary profession.

Recent refornms in the Honor System seem efficaci ous but shoul d be
reeval uated in the near future. What should never be forgotten is that
honor taken for granted is honor lost. The Electrical Engineering 30
epi sode underscores that hard | esson. The devel opnent of personal and
professional integrity is a process of continuing education and renewal
for all cadets and all officers. The Acadeny should be a wellspring of
this process for the Arny.

The Study G oup concludes this introduction by offering as our first
reconmendati on the adoption of the follow ng Concept of the U S
Mlitary Acadeny. This statement is the Study Goup's effort to explain
what the Acadeny should do to acconplish its mission and to renedy the

| ack of accepted common objectives. Chapter Il contains the specific
recommendati ons judged necessary by the Study Goup to solve the current
probl ens of the Acadeny. Chapters Ill - I X present the findings which

energed fromthe Study Group's investigations, along with detail ed
expl anations of the resulting recomendati ons, The Study G oup subnits
its report with confidence in the fundanental strength of the Acadeny
and with a desire to ensure its full health and vitality.

B. Concept for the U S. Mlitary Acadeny (proposed for adoption and
witten in a tense appropriate for that purpose).




The mssion of the United States MIlitary Acadeny is to
educate, train, and inspire the Corps of Cadets so that
each graduate shall have the character, | eader shi p,
intellectual foundation and other attributes essential to
progressive and continuing devel opnent through a career of
exenplary service to the nation as an officer of the
regul ar Arnmy.

The educational and training prograns of the Mlitary Acadeny should
inspire cadets to-dedicate thenselves to careers of self |less service to
the country as professional mlitary officers. This goal requires
cadets to adopt wi thout reservation the ideals inherent in the notto
Duty, Honor, and Country. Al aspects of the Acadeny nust support and
reinforce this objective.

In acconplishing its m ssion, West Point | eads young nmen and wonen
through the transition fromcivilian to officer. The tinme for each
phase of this transition--fromcivilian to cadet and from cadet to
officer--resists precise definition and varies anong individuals. Thus,
each stage raises questions about cadet progress. Such questions m ght
address the tinme at which cadets develop a mature concept of honor or
duty and when they are prepared for the responsibilities of |eadership.
These issues pronpt continuing debate and constant efforts to inprove
the five integrated prograns that coalesce to formthe Wst Point
envi ronnment: Academ c, Character Devel opnent, MIlitary Professional
Athletic, and Extracurricular Activities.

1. Academi c Program The Academ c program constitutes a fundamenta
bui | ding bl ock of the four-year experience. It provides the
intellectual bases for future education and training, both academ c and
prof essional; for the formulation of a personal ethic for the
devel opnent of character and for effective decision nmaking. During the
academ c year, this program has the highest priority.

The academ c program provides high quality education in a challenging
mlitary environnent, preparing cadets nentally for the rigors of a
career of service? in peace or war. The programlays a foundation for
devel opi ng the judgnment and ethics reduired of professional Arny
officers. It develops an appreciation of society and the role of the
mlitary init; it fosters an interest in world issues. The |earning
process enhances the ability to sort information and devel op
associ ati ons anong the variety of ideas and facts and then to apply
these to defining and sol ving probl ens, both practical and theoretical.
Equal Iy i nmportant objectives are: devel oping self confidence; |earning
to allocate tinme and resources judiciously; |learning to make reasoned
judgnents; and learning to wite and speak with clarity and precision.



A desire for academ c excellence is a central theme of the academc
program Hi gh achi evenent reinforces intellectual interests, devel ops
habits of continuous self-criticismand inprovenent and permts a full
realization of potential.

Al t hough specialization in the accepted sense is not a primary goal of
t he academi c program cadets receive exposure to the basic intellectua
di sci plines that woul d support post-baccal aureate education and | ater
speci ali zati on

Cadets are introduced to the theoretical and applied sciences and
engi neering, the social and behavioral sciences, |anguage, and the
humanities. This required grouping of courses is designed to establish
a foundation in the mathemati cal and experinental nethods of the
physi cal sciences and their application to science and engi neering; an
under st andi ng of the concepts, nethods of analysis, historical and
guantitative techniques of the social sciences; an appreciation of the
i nportant scholarly, literary, ethical, cultural, religious, and other
institutional foundations of society; and an understandi ng of human
behavi or. Building upon this general education, cadets sel ect
concentrations in at |least one field or discipline to devel op the
confidence that cones fromfuller know edge and to satisfy their
intellectual curiosity. Unifying thenes in the disciplines are sought
so that cadets may experience the power and recogni ze the consequences
of the integration of |earning.

The academ c program enphasi zes under st andi ng and use of general
principles rather than the menorizing of detailed techniques of
solution. Cadets nust be capable of stating a problem selecting an
appropriate approach to solving it, producing a solution, and
interpreting it to others.

Cadets nust have time to reflect, to synthesize, and to gain the
confidence that cones fromtrue understanding. This requirenment neans
that adequate time for study, free fromdistraction, nust be avail able
during the academ c year. Admnistrative procedures must be closely and
continuously nonitored to detect those encroaching on cadet study tinmne.

Learning constitutes the nost inportant undertaking of the academ c
year. Cadets nust sense staff and faculty interest in them and
dedi cation to their devel opnment, but simultaneously they nust recognize
their personal responsibility to nmeet prescribed standards. A
reasonabl e choi ce of electives and a constant awareness of the rel evance
of the material studied to future work at the Acadeny and to a career in
the Arnmy will enhance notivation for study. Broad and general in
nature, the academ c program neshes with a calling, the demands of which
are equal ly broad.



2. Character Devel opnent Program The character devel oprment program
assi sts cadets in constructing a personal noral code that will sustain
them t hrough a career of Arny service. This programhas its theoretica
roots in the academ c program Acadenic preparation in the
phi | osophi cal devel oprment of noral precepts builds a framework for the
reasoned devel opnent of noral percepts. Ethical inplications of each
di scipline require constant enphasis. Additionally, voluntary religious
activities enhance spiritual devel opnment and hei ghten awareness of nora
i ssues. Furthernore, each nenber of the staff and faculty should act as
a nodel for cadets by denonstrating personal responsibility and
integrity of the highest order. The cadet Honor Code and System
chal | enge the cadets and furnish the opportunity for introspection and
nmoral growth at West Point and during their whole mlitary career.

The Honor Code forns the cornerstone of the ethical structure of cadet
life. Al though the Honor Code is not a conprehensive prescription for
et hical behavior, it contains a set of irreducible standards common to
all honorabl e people--refusal to lie, cheat, or steal. Additionally the
Honor Code includes the tenet of self-enforcenent. The Honor System
applies the Honor Code to cadet |life, demanding that the daily the
precepts of the Code.

A hi gh standard of personal honor renmains a basic expectation of nen
and worren in the profession of arms. As novice officers, cadets nust
qui ckly recogni ze that noral rectitude is a prerequisite for those
entrusted with the guardi anship of a self-governing society. Cadets
shoul d be nothing | ess than conpletely honest in dealings with
subordi nates and superiors who depend daily on the correctness of their
actions. Newton Baker has rem nded all that "the inexact or untruthfu
soldier trifles with the lives of his fellow nmen and with the honor of
his governnment." The Honor Code and System shoul d provi de cadets a
basis for continuing ethical devel opnment both as cadets and as officers.

3. Mlitary Professional Devel opnent Program The Mlitary
Pr of essi onal Devel opnent program makes West Poi nt uni que. Throughout
the four-year experience, the cadet gains an intellectual appreciation
of the profession of arns avail able el sewhere. During the four-year
program the cadets receive an appropriate bal ance of theory and
practice in the school of the soldier. This balance appropriately
reflects the total purpose of the Acadeny. Three objectives guide the
mlitary professional devel opnent program The first aimis to have
cadets understand cl assical and contenporary concepts of warfare.
Second, cadets nust develop individual mlitary skills and be able to
apply themin | eadership situations and responsible staff and technical
assignments. Finally, cadets study the techniques of command and gain an
appreciation of the principles of |eadership. During the academ c year,
the Mlitary Professional Devel opnent program gives the cadet unique
intellectual depth in the mlitary profession through courses in
Mlitary Systens,




Modern Warfare, Decisionnmaking, Battlefield Sinmulation and the Iike.
This instruction conplenments the nore traditional courses in Psychol ogy,
Leadership, Mlitary Law, MIlitary Art (History), and related el ectives.

During the summer training period, cadets learn to apply mlitary
skills in extended | eadership | aboratories in a variety of settings.
These exerci ses chall enge cadets in such diverse areas as supervising
and training subordi nate cadets, holding positions with the U S. Arny in
the field, and participating in special activities.

The sum of these sunmer experiences conbines with the classroom
contributions to produce graduates well prepared to enter post-graduate
mlitary training and subsequently to assune the duties and
responsibilities of a conm ssioned officer.

4. Athletic Program The fourth el ement of the Wst Point experience
is the athletic program This programreinforces the other three by
provi ding the opportunity for personal growmh in a physically vigorous,
conpetitive environment. In addition, it provides recreational release
froma crowded, demandi ng daily schedul e, while enphasizing the
devel opnent of the individual strength and endurance required in the
field Army. The program gives a strenuous introduction to individual
combative skills and stresses the inportance of maintaining high |evels
of physical fitness. The advanced programteaches sports which cadets
can pursue in later years and encourages themto excel in at |east one.
Whi | e focusing on individual devel opnent, the program al so provides a
foundation for structuring physical fitness prograns for Arny units.

Intramural and intercollegiate athletics further reinforce the pursuit
of excellence that is fundanmental to all aspects of the Acadeny. But
they al so devel op teammork and | eadership skills. Vigorous conpetition
occurs, but athletic victory is never an end in itself. | ntramnura
conmpetition should be sufficiently intense to generate interest but not
to the degree that cadets inmpair their studies. The intercollegiate and
i ntrarmural progranms, club sports, and the physical education program
must be integrated to enphasize the continuing professional and
charact er devel opnent of the cadet.

5. Extracurricular Activities. Extracurricular activities represent
the final dinmension of the West Point experience. Extracurricular
activities enconpass religious activities, recreational sports cl ubs,
comunity prograns, cultural activities, mlitary skill prograns, and
academ ¢ clubs. These prograns enphasi ze the devel opment of the cadet's
intellectual, physical, and professional skills in an environment
conduci ve to personal growth, and sinple enjoynent. Recreational sports
cl ubs enphasize life-long activities such as sailing and skiing.
Communi ty assi stance progranms, such as scouting or youth team coaching,




reinforce a conmtnent to service. Prograns related to mlitary Skills
such as orienteering contribute to professional developnent. Cultura
activities permt cadets to expand their awareness of art, nusic, and
the theater and to experience personal achievenent in these areas.
Finally the academ c extracurricul ar prograns provide for expanded
interaction with other cadets outside the classroomand for the exchange
of ideas with students at other universities. The entire
extracurricul ar program expands the range of cadet contacts and opens
the Acadeny to a wi de range of attitudes, ideas, and pastines.

Thus the maj or Acadeny prograns foster continuing intellectual,
character, and professional devel opment. They do so in an environment
t hat enphasi zes sub ordination of self to the interests of the Nation.
The Acadeny seeks to develop an inquiring, enlightened mlitary | eader
These words summari ze what the Acadeny nust do to fulfill its mssion



CHAPTER I |

RECOVMENDATI ONS

The followi ng recommendations fall into three categories: one
contai ns reconmmrendati ons without qualification and two are conditional
The two conditional groups are "Experinment with," indicating a

recommendation for trial with a small group of students for a limted
time and "Consider," pertaining to areas where a problemclearly exists
but supporting data are insufficient to permt a firmreconmendation

For purposes of clarity, the underlining has been continued in the text
of the recomendati ons. Page nunbers in parentheses indicate |ocation of
di scussion in the body of the report. This format has been adopted to
facilitate use by the Acadeny in identifying recommendati ons of the

St udy G oup.

I nternal Gover nance

1. Ensure that the Superintendent serves in office a termof four to
ei ght years and that he has denonstrated conpetence as an academic. A
longer termw |l provide stability and continuity of policy and
contribute to academ c excellence. (p. 39)

2. Change the function of the Academ c Board from i npl enenting policy
to providing policy advice on academ c matters to the Superintendent,
except in discharging duties prescribed by statute. |Include Director of
the O fice of Physical Education, the Director of the Ofice of Mlitary
Instruction, and the Head of the Departnent of Behavioral Sciences and
Leadership. (pp. 36-39, 40)

3. Establish an Acadeny Policy Board with the nission of providing
advice to the Superintendent on all policy matters havi ng genera
significance for the Acadeny. (pp. 39-41)

4. Alter the structure of boards and committees as shown on page 53
to reflect the missions of the Academ c Board and the Policy Board.
Del egate to responsible officials and committees policy inplenmentation
authority insofar as practicable. (pp. 39-41)

5. Reduce the personal involvenent of heads of academ c departnents
i n governance activities, particularly by curtailing their participation
on boards and conmittees. This neasure will permt themto concentrate
their efforts on their departnents, their teaching, and their
di sciplines--in short, on acaden c excell ence. Wien a head of departnment
is elected to serve on the Policy Board, consider replacing himon the
Academ ¢ Board with another tenured faculty nenber of his departnent.
(pp. 38, 78)



6. Increase participation by other tenured and non-tenured staff and
faculty in the governance of the Acadeny. This action will lead to a
wi der range of talent and viewpoints in governance and to a deeper
commtnment to the vitality of the institution on the part of those
groups. (p. 38)

7. Strengthen the roles of the Superintendent, the Dean, and the
Commandant in the governance structure. Certain conmttees should
report directly to the Dean and the Commandant rather than to boards or
other commttees. Executive functions fornmerly performed by conmttees
shoul d be done by the Dean and the Commandant wi thin policy guidelines
set forth by the Superintendent on advice of the various boards. (pp.
43- 45)

8. Establish the Ofice of Policy, Plans and Analysis with
responsibility for institutional research to include data collection and
anal ysi s; | ong-range planning; assisting the Superintendent in setting
the agendas of the Policy and Academ ¢ Boards, the Board of Visitors,
and the USMA Advisory Conmttee; and coordinating the scheduling of al
significant activities at the Acadeny. The Director should be a col one
whose tour should be 4-5 years and who will also serve as Secretary of
the Policy Board. (pp. 41-43)

9. Develop a data bank and a research and eval uati on program on
possi bl e and probabl e candi dates, appoi ntees, cadets and graduates. This
information will permt neasurenent of attitudes and performance at
sel ected benchmarks. (p. 42)

10. Establish a Faculty Council consisting of all tenured faculty and
staff nmenbers, and two non-tenured faculty menbers from each acadeni c
department representing their non-tenured coll eagues. The Dean shoul d
serve as its chairman; the Council should neet with the Superintendent
in order to facilitate conmunications between the Superintendent and the
faculty. (p. 43)

11. Expand the nenbership and tenure of the Superintendent's Honor
Review Conmttee. The Committee reports to the Superintendent but
should also transmt its reports to the Policy Board for consideration
and comment. (p. 43)

12. Establish a Commttee on Professional Devel opnment and a Committee
on Cadet Life as standing conmttees of the Policy Board to ensure
continuing review of all aspects of the educational training and
extracurricul ar prograns of the Acadeny. (p. 165)

13. Establish temporarily the position of Deputy Superintendent, a
fourth general officer position. During the early years following this
report it is expected that the Superintendent, Dean and Conmandant w ||
be devoting nuch of their attention and energies to the careful
exam nation of the Acadeny's prograns. The addition of a
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Deputy Superintendent during that period wll allow the Superintendent
to focus his efforts on those areas requiring his personal attention and
reduce his personal span of control within the governance structure.
(pp. 48-50)

14. Reorgani ze the Acadeny's staff structure in accordance wth
exi sting Arnmy regul ations thereby reducing the Superintendent's span of
control. Establish an Ofice of the Deputy Post Conmander and organi ze
a directorate staff to assist himin carrying out his responsibilities.
(pp. 48-52)

15. Establish the Director of Automation and Training Support as
singl e manager for all Acadeny automati on and instructional technol ogy
resources and procurement actions to inprove the interface with
Departnent of the Arny Staff in those areas and to facilitate
i mprovenents. (p. 43,51)

16. Establish both an Acadeny Conputer Advisory Conmittee and an
Automati c Data Processing (ADP) User's G oup. Al so, formalize an ADP
Master Plan to include eval uation and provision of necessary support to
the USMA Preparatory School. (pp. 43-44)

17. Expand the conputerized Cadet Information System and i nprove
comput er support to cadets and adm nistrators.

18. Restructure the existing Departnent of Tactics redesignating it
as the Ofice of the Commandant. Redesignate the Ofice of Physical
Education and the Ofice of MIlitary Instruction as the Departnent of
Physi cal Education and the Departnment of MIlitary Instruction. (p. 51)

19. Establish the Department of MIlitary Devel opnment (within the
O fice of the Conmandant) under the new position of Brigade Tacti cal
O ficer to reduce the Conmandant's span of control. (p. 51)

20. Redesignate the Ofice of MIlitary Psychol ogy and Leadership as
t he Department of Behavioral Sciences and Leadership, an academc
departmment under the supervision of the Dean. Transfer such staff
service functions as personal counseling, Cadet Troop Leader Trai ning,
and Leadership Evaluation Systemto other departnents of the Ofice of
t he Commandant. (pp. 40, 51-52)

21. Establish the Ofice of the Director of Cadet Activities with
responsibility for the existing Cadet Activities Ofice and sel ected
Cadet Treasurer functions now under the control of the Superintendent's
Deputy Chief of Staff for Logistics. The Director should have tenure
and, in the near term report to the Deputy Superintendent. (p. 51)
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Admi ssions (pp. 44-45, 173-176)
22. Undertake a nore aggressive recruitment program
a. Inprove the information provided to nmenbers of Congress.

b. Develop a programfor early acceptance of outstanding
appl i cants.

23. Change adm ssions procedures to limt the cases decided by the
Academic Board to those which are major deviations from adm ssions

policy.

24. Restrict athlete recruitnment to candidates with denonstrated
ability or potential for outstanding contribution in a sport, along with
ability to performsatisfactorily in the academc and mlitary training
programns.

25. Permt class quotas to remain unfilled should insufficient
nunbers of fully qualified applicants be found in the candi date pool.

26. Change the title of the Director of Adm ssions and Registrar to
the Director for Adm ssions.

Ext ernal Gover nance

27. Establish the USMA Advisory Commttee to neet two to four tines
each year to advise and assist the Superintendent. Menbers should be
nom nated by the Superintendent, approved by the Chief of Staff and
appoi nted by the Secretary of the Army. Consecutive appointnments not to
exceed six years should be managed so that not nore than one-third
expire each two years.

A chai rman and about 12 menbers should be selected all of whom have
di stingui shed civilian or mlitary backgrounds. There should be no ex-
of ficio menbers. Provisions of the Federal Advisory Conmttee Act (5
U S C App 1) apply. The panel should have a Secretariat stationed at
West Poi nt .

The committee shoul d advi se the Superintendent at |east annually and
reports should be forwarded to the Chief of Staff, the Secretary of the
Arny, and the Board of Visitors. (pp. 46-48)

28. Establish ad hoc Visiting Conmttees under the aegis of the
Advi sory Conmittee to assess departnent and ot her agencies. (p. 47)
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Shapi ng Cadet Academ c Attitudes

29. Reduce graduation requirenents to approxi mately 40 acadenic
courses. (pp. 65, 66-68, 71-75)

30. Restructure the curriculumto allow sufficient specialization to
t ake advantage of individual cadet interests and aptitudes. (pp. 70,
73)

31. Elimnate all orders of nerit which establish relative ranking of
cadets fromfirst to last. (pp. 65, 90)

32. Elimnate the normative grading system for physical fitness tests
and physi cal education; establish m ninmum standards. (pp. 63-64, see
al so Item 126)

33. Inprove the interdepartnmental coordination of scheduling for
exam nations and papers. (p. 65)

34. Ensure involvenent of the Superintendent, Dean, Conmandant and
ot her senior nmenbers of the staff and faculty in academ c activities
such as counseling, faculty semi nars, cadet sem nars, |ectures or
classes in order to mmintain contact with and denponstrate interest in
schol astic pursuits. (pp. 77-79)

35. Consider initiating a faculty/tactical officer interchange with
sonme officers serving two years as instructors and two as tacti cal
officers. (See also Tactical Department, Item 115). (pp. 81-82, 98-
100)

36. Include in the orientation of new staff and faculty information
on the inportance of mutual support anong all conponents of USMA
stressing the harnonious relationship required to achi eve the comon
goal . (See Tactical Departnent, Item 113). (pp. 81-82, 98-100)

37. Restructure the Leadership Evaluation Systemto elimnate peer
ratings and their potential to encourage undesirable behaviors. (See
al so the Corps of Cadets, Item 131). (pp. 64, 111-113)

38. Reorgani ze the cadet chain of command and other mlitary duties
to elimnate unnecessary admnistrative details and inefficiencies which
interfere wth study activities. (See also the Corps of Cadets, Item
130). (p. 111)

39. Administer on a periodic basis the Institutional Functioning

Inventory of the Educational Testing Service to provide the Acadeny's
| eadership information on attitudinal trends. (pp. 66-67, 177-181)
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Academ c Curricul um

40. Inprove the quality of instruction, and enforce uniformy high
standards of student performance. (pp. 80-82, 89)

41. Draft objectives for each departnment indicating the |earning
out cones pertinent to core curriculumcourse offerings. Integrate al
the various aspects of the cadets' educational experience. (p. 67)

42. Revi ew academ c departnental structures, disestablishing and
combi ni ng where appropriate. (pp. 71-72)

43. Reduce the overall academ c programto approxi mately 40 courses
to dimnish fragmentati on of cadet tinme and effort. (pp. 64, 67-74)

44. Restructure the tinme allocated to academ c pursuits. Ensure that
scheduling fewer courses allows greater tine for individual study,
approxi mately double the tine spent in the classroom (p. 90)

45. Establish a care curriculumrequired for all cadets at not nore
than three-fourths of the total program Ensure that each cadet is
gi ven a broad general education. (pp. 71-76)

46. Retain a strong, though somewhat reduced, math/science/
engi neeri ng conponent in the care structure so that cadets |earn the
experimental and anal ytical techniques of the basic sciences. This
sequence shoul d provide integrated and progressively nore advanced
courses | eading through el ectronics and engi neering science into
engi neering analysis and synthesis, with enphasis on concepts in the
basi ¢ and engi neering sci ences and enphasis on decision making in
engi neering. (pp. 71-72)

47. Allocate sufficient courses fromthe core to ensure thorough
exposure to theoretical and conceptual problens that have no set
sol utions, such as are found in the behavioral sciences and soci al
sciences. Material in systens engineering and rel ated areas of the
appl i ed sciences should al so stress problens for which there is no
singl e solution and which include consideration of social values and
consequences. (p. 69)

48. Provide a strong preprofessional sequence of social sciences,
behavi oral sciences, history, and public affairs to devel op each cadet's
awar eness of the people, governnent and society which he will serve.
This shoul d i nclude courses such as nodern and mlitary history,
econom cs, law, political science, international relations, and
cultural /political geography, basic and social psychol ogy, and
organi zati onal development. (pp . 71-.73)
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49. Ensure that the physical and applied sciences, econom cs, and
behavi oral science courses and sequences coordinate closely with the
mat hematics courses to require use of mathematical skills as soon as
possi bl e after they are acquired by the students. (pp. 84-85)

50. Enphasi ze anal ysis, critical evaluation, and the handling of
masses of data in applied sciences and engi neering courses, dimnishing
wher ever possible the descriptive approach. (p. 68)

51. Reinforce current prograns ained at produci ng conpetence in
written and oral conmunication skills by establishing a nore intensive,
coordi nated interdepartnmental effort running through the entire four-
year curriculum (pp. 71-72)

52. Maintain a four-senmester foreign | anguage programfor all cadets.
G ve consideration to nmaking its placement flexible within the eight
avai | abl e senesters so that cadets can receive this instruction at a
time nost mutual |y advantageous to the institution and individuals.
(pp. 72-73)

53. Elimnate the core course in graphics and nechani cal draw ng. (p.
72)

54. Include instruction in conputer use and managenent in cadet
Aut omat i c Data Processing courses.

55. Avoid establishing a full disciplinary "mgjors" program which
woul d require too nmany el ective sequences in a variety of areas to
support the objectives of a broad, general education. Interdisciplinary
areas of concentration ensure a desired degree of specialization wthout
the high costs involved in accredited majors. (pp. 61,70)

56. Construct conprehensive el ective prograns from which each cadet
is required, with the guidance of a qualified faculty advisor, to sel ect
an area of concentration according to his talents, abilities, and
interests. Require himto structure a sequence of courses reaching a
fourth year college standard in the selected area to devel op the
confidence that cones fromfuller conprehension and to satisfy
intellectual curiosity. (pp. 71, 73-75)

57. Di scourage dilettantismin elective selections by deleting a
general studies track as an option. The snorgasbord approach in such a
track is contrary to the stated goals of concentration. (pp. 70-73)

58. O fer elective sequences in systens engi neering and operations

anal ysi s building upon realistic problens and exanples fromArmnmy life.
These sequences m ght include courses in the methodol ogy of
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systens engi neering followed by practical situations analysis,

met hodol ogi cal and anal ytical tools for problem solving, concepts
nodel i ng, applications to small and large mlitary unit actions,
campai gn anal ysis and gam ng, and, at the highest |evel, political
mlitary interactions. (pp. 75-76)

59. Carefully review and reduce the variety of elective courses
of fered and enphasi ze quality in the remaining offerings. (pp. 69-71)

60. Initiate elective study for nost, if not all, cadets not |ater
than the second senmester of Third C ass (sophonobre) year to pernit nore
t horough study of at |east one elective area (note the possibility of a
five-senester sequence) and to provide intellectual stinulation through
enphasi s on personal interests and abilities. (p. 75)

61. Ease pressure on the entering Fourth O ass cadets by reducing the
heavy current |oading of nmathematics and substituting a program nore
bal anced anong the four principal disciplinary areas. (pp. 69-70)

Et hics and ProfessionalismCurriculum

62. Establish a conprehensive and progressive programin ethics and
prof essionalismto prepare cadets for the ethical, personal, and other
| eadership problens that confront commi ssioned officers. This program
shoul d include courses in introductory and social psychol ogy,
organi zat i onal behavi or and devel opnent, | eadership, phil osophy,
introductory and mlitary law, and American institutions and shoul d
extend into other appropriate courses. (p. 73)

63. Institute a course in philosophy and ethics for Fourth C ass or
Third O ass year. (p. 73)

64. Institute a course for Second C ass or First C ass year on
American Institutions to address problens of the military profession and
other institutions of American society. (p. 75)

65. For the staff and faculty conduct sem nars and synposia on
phil osophy and ethics. See also 46 and 47 Curriculum (p. 73)

66. Establish a commttee or other nechanismw th the task of

integrating ethics and professionalismcourses with the cadets' other
training and experience so that they are nmutually supportive. (p. 73)

Li brary (pp. 76-77)

67. Consider reducing the issue of instructor reference materials to
increase faculty use of library. (p. 77)
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68. Establish a long-terml|oan policy for cadets to assist in
reduci ng congestion in the library during peak-use periods. (p. 77)

69. Reduce use of duplicated extracts in an effort to pronote nore
use of the library by both faculty and the cadets. (p. 77)

70. Coordinate timng of witing assignnents to distribute demands on
library. (p. 77)

71. Diversify witing and readi ng assignnents to distribute demands
on the collection. (p. 77)

72. Continue orientation prograns for cadets and faculty. (p. 77)

73. Provide a position for the Librarian within the governance
structure and include his counsel when planning courses. (p. 77)

74. Continue to appoint departnmental representatives to the library.
(p. 77)

75. Designate assistant librarians as departnent advisors to all ow
cl oser coordination between the departnment and main |ibraries. (p. 77)

76. Continue to solicit faculty input to the selection and purging
prograns to ensure the currency of the collection. (p. 77)

77. Develop a conprehensive long-range plan to incorporate the |atest
library technology to support the |earning needs of the Acadeny in the
future and to mnimze the costs of future nodernizati on and expansi on
The Acadeny shoul d review the work bei ng done at Carnegie Ml lon
University in this area. (p. 77)

Facul ty

78. Establish a formal system for selection of tenured faculty which
i ncl udes review of candi dates by conmttees of the Acadenm c Board, by
the Adm nistration, and by sel ected outside advisors chosen as
appropriate fromthe Advisory Commttee, ad hoc visiting conmttees or
ot her sources. (p. 78)

79. Consider rotation of departnent heads after five-year terns and
i ncrease the nunber of tenured faculty to all ow reasonable rotation
Current departnent heads need not be affected unless they so desire.
(pp. 79-80)
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80. Encourage professors with admnistrative duties to teach each
senmester a mninum of one course, the nature of which varies fromyear
to year and which frequently is a core course. Expect course directors
as a matter of routine to teach the courses they direct. (p. 78)

81. Consi der assigning a permanent associ ate professor as one of the
regimental tactical officers (typically for a termof 1-2 years). (p
84)

82. Consider allow ng sel ected permanent associate professors to
extend their tenure beyond 30 years.

83. Make the academic rank of full professor attainable by permanent
associ ate professors (those with tenure to 30 years service). (p. 79)

84. Increase the continuity, maturity, experience, diversity, and
overall quality of the faculty.

a. Encourage the faculty's scholarly research and prof essi ona
activities. (p. 78)

b. Increase the nunber of instructors teaching a fourth year. (p
80)

c. Return nore former instructors for second or third tours. (p.
80)

d. Consider granting a limted nunber of outstanding instructors a
new cl ass of tenure guaranteeing retention at the Acadeny until
completion of their twentieth year of service. (p. 80)

e. Secure instructors fromsuch sources as the Foreign Area
O ficer Program career civilians, and Material Devel opnent and
Readi ness Command of fi cer project nanagers and | aboratory supervisors.
Devel op prograns for repetitive tours of such officers. (p. 80)

f. Develop a faculty exchange programwi th civilian institutions.

g. Increase the nunber of visiting professors to achieve civilian
representation on the faculty of about 5 percent. Use this programas a
source for the early addition of wonen to the faculty. Consider placing
two or three visiting professors in departnents such as English
hi story, and chem stry rather than one in each. Authorize grade |evels
commensurate with their civilian positions. (p. 81)
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h. Increase the proportion of non-Acadeny graduates on the staff
and faculty to 50 percent or nore. (p. 82)

i. Ensure instructors in each departnent attend a variety of high-
qual ity graduate schools and receive formal training for the subjects
they are to teach. Consider extending selected officers in graduate
school for a third year. Allow officers on direct assignnment to the
faculty to attend refresher graduate schooling. (pp. 80-81)

85. Ensure that an Acadeny teaching tour is and is viewed as being
career enhancing. (Requires conbination of actions on part of the
United States MIlitary Acadeny, Departnent of the Army, and Mlitary
Personnel Center). Possible actions include providing facts of schoo
and pronotion selection to assignment officers, to individuals at the
Acadeny and to the officer corps; integration of Acadeny assignnents
with career specialties, careful managenent of the tim ng of assignnents
to West Point and subsequently, inproving each departnent's managenent
of opportunities for career devel opment and instruction to individuals
and boards involved in personnel actions. (p. 82)

86. Create in departnments an environment of free comrunication
bet ween the senior and junior faculty. (p. 82)

Pedagogy

87. Enploy a variety of |earning strategies.

a. Continue to enphasize instruction in small sections, but take
greater advantage of them by stabilizing the academ ¢ section and the
instructor. (pp. 86-87)

b. Continue to deenphasi ze standardi zati on of pedagogi cal
techniques in favor of greater instructor flexibility. (p. 81)

c. Increase the use of |ectures where special instructor know edge
is needed. (p. 86)

d. Experinment with and inprove the use of conputer assisted
instruction. Enter conputer networks to nake use of software devel oped
by others. Exploit nodeling techniques, Mnte Carlo sinulation
conput er graphics, and engi neering design prograns. (p. 88)

e. Inprove the use of visual aids including educational
tel evision, computer graphics, nodels, nock-ups, and denonstration
| aboratories. The bl ackboard shoul d be used creatively and dynam cally
so that a probl em devel ops before the cadets. It should not sinply
serve as a static display. (p. 87)
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f. Consider experinents with individualized instruction using
combi nations of lectures and semnars in conjunction with a self-paced
programrequiring mastery at the "A" or "B" grade | evel before
advanci ng. (p. 88)

88. Continue to inprove instructor qualifications by guiding their
graduate study and by training instructors in teaching techniques with
enphasis on the small section and sem nar technique. (pp. 86-87)

89. Inprove the ability of cadets to participate in small sections.

a. Teach a logic subcourse, early in the curriculum for exanple,
in Fourth Cass math or English. (p. 87)

b. Assign different supplenmentary readings fromthe library to
different cadets in a section when appropriate. (p. 87)

90. Inprove the notivation for cadets to study.

a. Ensure that cadets understand the interrel ationships of
sequential courses and the interrel ationshi ps anong di sci pli nes.
Establish prerequisites as appropriate. Hold cadets accountable for
previous |earning. (pp. 84- 85)

b. Consider the interdepartnental use of readings which are
applicable to two or nore departnents or disciplines.

c. Ensure that faculty and staff understand the rationale of the
curriculum \Whenever possible relate course work to Arny experience.
(pp. 84-85)

d. Review the required readings to select significant ones which
can be assigned in their entirety. (p. 86)

e. Show a greater willingness to fail marginal perforners. This
will only happen if the consequences of failure can be nade | ess drastic
by i nproved nakeup systens and alternate conm ssioning options for
failing cadets who have | eadership ability. (p. 88)

91. Inprove | aboratories.
a. Review the laboratory programto require practical work in
fewer disciplines while raising the quality of the work done. Conputer

assi sted and project |laboratories of up to four hours in | ength should
be considered. (p. 86)
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b. Reduce the time and resources used in two hour |aboratories by
a greater use of in-class denpbnstration |aboratories. (p. 86)

92. I mprove the ability of the cadets to wite and to use
mat hermatics. Establish interdepartnental commttees, reporting to the
Dean, to coordinate instruction in and use of these skills throughout
the curriculum (pp. 83-84)

93. Inprove retention of basic course principles.
a. Reduce the frequency of evaluation giving greater flexibility
to the instructor but increasing the relative weight of Witten Parti al
Revi ews and Term End Exami nations. (p. 95)

b. Resection infrequently.

c. In addition to in-class problens, require homework probl ens of
i ncreased depth. (p. 86)

94. Provide an inproved program for academ cally margi nal cadets,
gi ving consideration to alternate tracking and tenporarily reduced
course |loads. (p. 88)

95. Establish a high quality book store in order to stinulate
interest in outside reading.

96. Consider providing flexibility in the foreign | anguage sequences
for sonme cadets by establishing optional shorter but nore intense
| anguage cour ses.

Academ ¢ Adm ni stration

97. Revise the academ c cal endar and daily schedul e.

a. Consi der establishing two terns with approxi mately equal
nunbers of attendances. The first termshould end in Decenber. (p.
89)

b. Establish standard length for all class periods (50 to 60
m nutes). Schedul e the academ c day in one-hour blocks, using nulti-
hour periods for problem sessions and |aboratories. (p. 89)

c. Consider staggering attendance at noon neal. (p. 89)

d. Consider expandi ng schedul ed day sonewhat beyond 1515 hours.
(p. 89)

e. Consider reducing tine required for nmeals and associ at ed
formations. (p. 89)
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98. Inprove incentives.
a. Elimnate 3.0 grading system (p. 89)
b. Use a letter grade system (p. 89)

c. Continue other features of USMA Initiative #1, except as it
allows 3.0 grading system (p. 89)

d. Use a Quality Point Average to identify cadets who are to
recei ve honors (Distinguished Cadets, Dean's List). Normally conpute
Quality Point Average at termend, except for plebes and cadets in
academc difficulty. For these, a md-termconputation nmay be
appropriate. (p. 90)

e. Consider establishing a probationary systemto notivate

mar gi nal performers (see graduation requirenents). (p. 91)

f. Continue the policy of assigning graduates to initial tour
with troops in their basic specialty; postpone graduate schooling,
except for certain scholarship wnners. (pp. 90-91)

99. Provide alternative service obligation for separated cadets by
one or nore of the follow ng: (pp. 91-92)

a. Revoke DOD Directive 1332.23 (cadets separated after the start:
of Second C ass year normally will be called to active duty in an
enlisted status for at |east two years).

OoR

b. Mdify DOD Directive 1332.23 so that ex-cadets separated after
the start of Second Class year may enroll in any pre-conm Ssioning
programw thin nine nonths of separation. Successful conpletion and
acceptance of commi ssion will cancel any requirenent to serve in an
enlisted status.

OR

c. Mdify DOD Directive 1332.23 to require cadets separated after
the Start of Second Cl ass year as a result of circunstances indicating
an intent to evade obligations incurred as a result of attendance at the
Acadeny to repay those costs directly attributable to the educati on and
training received.

100. Inprove counseling services.

a. Devel op a conprehensive plan for a decentralized counseling

progr am (p. 93)
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b. Develop a formal programthat would establish a nmentor
rel ationship between officers and cadets on the basis of one officer to
6 to 8 cadets. Al faculty nmenbers and staff should participate in this
program (p. 93)

c. Develop an inproved visual display of course interrelationships
for academ c counseling. (p. 93)

d. Initiate efforts to admnister interest or attitudinal to
successful officers, both early and late in their careers, the
information thus derived to assist in matters as branch choice. (p.
93)

101. Change graduation requirenents.
a. Establish requirenments for the successful conpletion of an
approved program of a set nunber of courses through study in residence

and the achievenmrent of a set mninum Quality Point Average. (p. 93)

b. Determne specific requirenents after further study by the
facul ty.

c. Permt turnback cadets to continue summer mlitary training
with their original class. (p. 93)

d. Require turnback cadets to attend sumrer academ c sessions in
lieu of | eave as necessary. (p . 93)

e. Permt turnback cadets to enroll in all upper class courses for
whi ch they satisfy prerequisites, including Mlitary Science
and Physical Education. (p. 93)

f. Permt turnback cadets to carry reduced academ c loads. (p. 93)

g. Graduate turnback cadets when they satisfy requirenents for
graduation (md-year possible). (p. 93)

Intercollegiate Athletics

102. Manifest institutional commtnent to intercollegiate athletics
by:

a. Publishing a policy statenent on athletics. (pp. 125-126)

b. Setting goals for the intercollegiate athletic program (p.
125)
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c. Increasing appropriated fund support. (p. 129)

d. Constructing, and maintaining outstanding athletic facilities,
beginning with a winter athletic conplex. (pp. 126-127)

e. Increasing the frequency of key officials' attendance at
practices, NCAA contests, and press functions. (p. 126)

f. Ensuring continuing professional managenment of the
intercollegiate athletic program (pp. 128-129)

g. Increasing alumi support and participation. (p. 127)

103. Reconstitute the Athletic Board as a standing athletic comittee
with the follow ng tasks:

a. To advise the Superintendent on matters of policy and
facilities. (pp. 127-128)

b. To provide for an integrated, coordinated and bal anced athletic
program (pp. 127-128)

104. Establish new guidelines for the position of Director of
Intercollegiate Athletics (DIA). He should not be an active duty Arny
of ficer. He should be a Wst Point graduate, know edgeabl e and
experienced in athletics and business, and he should be hired on a | ong-
term basis. Job performance, however, should be the overriding
consi deration. (pp. 128-129)

Tactical Departnent (Ofice of the Commandant)

105. Augnent the O fice of the Commandant by the addition of a
separate operations and plans section. (p. 107)

106. Increase the access of the tactical officer to cadets. Mke
clear that tactical officers should be free to counsel individuals for
brief periods during study tinme. Ensure that there is a period during
the week when a tactical officer can neet with his entire conpany or any
part of it. (pp. 98-99)

107. Consider establishing offices for tactical officers in the
conmpany area to inprove the access between tactical, staff and cadets.
(pp- 99-105)

108. Consider formng Tactical Oficer Teans wherein a tactical

of ficer would have primary responsibility for one conpany but would al so
have collateral responsibility in one or nore additional conpanies
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Thi s organi zati on woul d i ncrease the continuity and consi stency of
| eadership and woul d assist in the proper orientation of newy assigned
tactical officers. (p. 104)

109. Assign one Command Sergeant Major to each of the four cadet
reginents to performin the traditional nonconm ssioned officer role
t hereby furthering consistency and stability as well as inproving
cadets' ability to deal with soldiers on their initial assignnent.

110. Assign one Tactical Nonconm ssioned Oficer for each conpany to
assi st the tactical officers.

111. Consider elimnating (at |east for sone years) the Cadet Conpany
Commander and clearly reaffirmthe tactical officer as the commuander
Continue to have a Cadet Captain in the conpany but designated as the
"Conpany Captain." Change the title of Battalion and Regi nenta
Commander to Battalion and Regi nental Captain. These changes woul d
clarify authority of the tactical officer and establish an effective
barrier to the cadet chain of "administrivia." (pp. 98-S9, 110)

112. Institute a better selection process for tactical officers to
ensure that the criteria include wide mlitary experience and academ c
achi evenent as well as outstanding performance as an officer.
Prospective tactical officers should be interviewed. (pp. 101-104)

113. Provide a better orientation for all newy arrived personnel
This program shoul d be conprehensive to ensure it devel ops an
under st andi ng of the objectives of the Acadeny and the ways they are to
be achieved. At a m ninumthe program shoul d incl ude:

a. M ssi on, goals, environnent, and cadet systens (i.e.
Di sciplinary System Fourth C ass System Leadership Evaluation System
Et hics and the Honor Code and System and Regul ations).

b. Leadershi p/academ c devel opnent phil osophy and program

c. Staff and faculty officer responsibilities for cadet |eadership
(academ c devel opnent, enforcenent of regul ati ons, and mai nt enance of
st andar ds) .

d. Tactical Oficer, academ c faculty, and cadet rel ationships.

e. Cadet notivation; attitudes toward issues of concern (e.gqg.
wonen at the Acadeny and in the Arny, EE 304 status).
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f. Skills and nmet hods needed to devel op | eadership and notivate
cadet s.

g. Interpersonal skills; performance counseling skills; techniques
of group probl em sol vi ng.

h. Famliarization with the reports and studies that have been
significant in the Acadeny's evol ution

i. Future Arny battlefield systens, as part of understanding the
goal s for cadet devel opnent.

j- The relationship between success as a cadet and success in the
Arny.

114. Ensure that all officers, particularly newinstructors, are
advi sed prior to attendi ng graduate school that they will be expected
to: (1) adhere to and enforce Acadeny standards of appearance and
discipline; (2) contribute to a variety of additional activities, e.g.,
cadet sponsor, coaching, summer training program (pp. 98-100)

115. Consider instituting a formal exchange program (2 years as
Tactical Oficer and 2 years as instructor). This programw || assist
in reducing conflict between academic and mlitary demands on cadets,
merge two role nodels in the eyes of the cadets, and reinforce the
academ c environnent in cadet conpanies. (See also Shaping Cadet
Academ c Attitudes, Item35). (pp. 98-100) The features of the program
are:

a. Oficers with outstanding service records and out st andi ng
academ c credentials in various disciplines wuld be assigned either to
the tactical staff or faculty. After two years, the tactical officers
woul d becone instructors, and the instructors woul d becone tactical
of ficers.

b. The input should be about six per year so that the nunber in
the program woul d be 12 tactical officers and 12 instructors.

c. Al academ c departnments should participate.

d. Oficers selected for this programneed to be selected early in
their career to manage career progression carefully. (Departnment of the
Arny has exam ned the concept and can manage the small nunber of
of ficers invol ved through a proper career progression).

116. Revitalize the nature of the Conpany Academ c Counsel or Program

or devel op an Associate Tactical Oficer Programwhereby a faculty
menber as an associate tactical officer learns the duties of the
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tactical officer and could assune themif needed. This programw ||
assist in bridging the gap between the tactical officer and instructor
and will inprove cadet attitudes towards academ c pursuits. (p. 97)

117. Al tactical officers should be given sonme opportunity to
instruct. This step should inprove their relations with cadets and
enhance their prestige. (p. 121)

118. Pronulgate a central |eadership principle to guide the basic
approach used by all tactical officers and to help elimnate
guesti onabl e | eadership practices by officers and cadets who do not
under st and positive, supportive |eadership. (p. 105)

119. Review all requirenents placed upon tactical officers to
determ ne whether they are essential or whether they can be done
el sewhere. W strongly urge a thorough analysis to deternine which
requirements mght be sinplified by conmputer assistance. (p. 98)

120. Create a sense of participation for the tactical officers by
ensuring their input into policy decisions and by creating a forumfor
tactical officers to talk with the Commandant and Superintendent about
the health of the Corps. (pp. 99-100)

121. Consider according to a Senior officer in the Conmandant's
of fice status equivalent to "Pernmanent Assistant Professor” to assure
t he perpetuation of reforms, consistency in philosophy, and continuity
of institutional nenory. (p. 104)

Mlitary Instruction and Training

122. Inprove significantly the academ c content of MIlitary Science
taught during the academ c year. The curricula and pedagogy changes
woul d take advantage of the unique opportunity afforded West Point to
provide intellectual depth in the study of the mlitary profession. (p.
121)

123. Teach MIitary Science by teans and, depending on content, use
Ofice of MIlitary Instruction instructors assisted by a tactica
of ficer or acadenmic instructor, or both. The team approach will also
assist in bridging the gap between mlitary professional instruction and
academ c studies and will reinstitute the role of the tactical officer
as instructor and teacher. (p. 121)

124. Inprove the sumrer training prograns by instituting the
foll owi ng acti ons:

a. Introduce a "Drill Cadet" Programfor the Second Cass in which
cadets work as a Drill Cadet in the Arny Training Centers under the
supervision of Arny Drill Sergeants. This program
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will assist in elimnating recogni zed weaknesses in cadets' "ability to
talk with soldiers"” and "concern for the welfare of nen" by placing them
in an environment where effective interpersonal communication and
supportive | eadership are required. (p. 121-122)

b. Elimnate sone cadet mlitary skill training for Second O ass
cadets, particularly that high-cost training that has relatively narrow
application to the active Arny, e.g., helicopter training. |If the

ranger and airborne courses are elimnated fromthe cadet program
graduat es should be allowed to attend them after graduation. (p. 121-
122)

c. Elimnate First Cass participation at Canp Buckner to free the
First Cdass for branch-oriented Cadet Troop Leader Training (CTLT).
Sone First C ass cadets m ght be needed as instructors and would get a
shorter CTLT, but the new Third C ass shoul d assunme najor responsibility
for running their own organi zation at Canp Buckner. (p. 122)

d. Establish and pronmulgate to the Active Arny a cl ear set of
policies and objectives for the conduct of CTLT progranms to ensure that
each cadet undergoes the desired experience.

e. Ensure that a positive and supportive environnent exists in
cadet Basic Training (CBT). The physical training, demandi ng schedul e,
and general environment are inportant to the transition fromcivilian to
cadet. (p. 122)

125. Devel op regul ar comuni cation with the Arnmy Training and
Doctrine Command in order to ensure current know edge and advances in
mlitary training. Care should be taken, however, to avoid forced
rel evance to the Active Arny at expense of greater intellectual depth in
t he profession of arns.

Physi cal Educati on

126. Replace "curve" grading in physical education with criterion
referenced grading. A mninum absolute standard wth either Pass/Fai
or successive absolute levels for higher grades would elinmnate
unnecessary conpetition that currently exists. (p. 123)

127. Re-evaluate the physical education standards for wonen. The
Study Group believes that the physical stress on wonen is excessive and
that the | evel of physical conditioning being demanded on them may not
be justified by future service. (p. 123)

128. Continue the Acadeny's high quality physical education program

which we note is both well done and inportant to Army service. (pp.
123-124)
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The Corps of Cadets

129. Stability. Adopt policies which lead to stability in the Corps.
Do not rotate cadets anong conpanies routinely. (pp. 110-111)

130. Cadet Rank and the Cadet Chain of Command.

a. Prescribe a single chain of command each year (no rotation)
designated on a nerit basis. (p. 111)

b. Elimnate chain of conmmand positions and duties that are
trivial in nature and are essentially a source of "make work." (p. 111)

131. Leadershi p Eval uation

a. Elimnate the "peer type" ratings, but retain ratings by
tactical officers and cadet officers. (pp. 111-112)

b. Sever the relationship between Leadership Eval uati on System
(LES) and Ceneral Order of Merit or class standing. (pp. 111-112)

c. Sinmplify and reduce the frequency of ratings. (pp. 111-112)
132. Disciplinary System
a. Revise the system of positive incentives to encourage and
recogni ze out standi ng perfornmance and bal ance the existing enphasis on
puni shnent, whi ch encourages m ni num accept abl e behavior. (p. 113)
b. Create a Disciplinary Review Conmittee (conposed of cadets and
menbers of Tactical and Acadenmic staffs) to draft a system of rewards.

(pp. 113-114)

133. Conmpetition. Replace inter-personal conpetition with
chal | engi ng obj ective standards of performance. (p. 115)

134. The Fourth C ass System
a. Continue efforts to elimnate abusive and negative | eadership
whi | e enphasi zi ng supportive, devel opnmental |eadership in the Fourth
O ass System and Cadet Basic Training. (pp. 115-118)
b. Initiate a conprehensive followup to the 1969 Study of the

Fourth C ass Systemto include a re-exam nation of the underlying
assunptions and prevailing attitudes surrounding the Fourth d ass
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Systemwi th particul ar enphasis regarding the role and effect of stress.
Consi der engagi ng expert consultants in human behavior to do an anal ysis
of the Fourth O ass System (pp. 116-118)

C. Take i medi ate action to:

1) Elimnate witten exam nations on Fourth O ass know edge
(p. 118)

2) Elimnate specious material in Fourth C ass know edge. (p.
118)

135. Whnen

a. Establish a continuing conprehensive study of the perfornmance
of wonen as cadets and subsequent to graduation

b. Begin assigning wonen as tactical officers in AY 1977-78. (p.
119)

136. Establish a program of sex education for all cadets that would
be straightforward, mature, and sufficiently broad to enconpass
physi ol ogy, reproduction, contraception, hygiene, and responsibility.
(p. 119)

137. Branching. Separate branch, assignnment from General O der of
Merit and allow tentative branch assignnents to be made in the Second
Class year. Permt First Class cadets to participate in branch rel ated
Cadet Troop Leader Training during First Class year. Base branch
sel ections on denonstrated ability, aptitude and interest rather than
the General Order of Merit. (p. 124)

Honor Code and Honor System

138. Develop an "Honor Ethic" which subsunmes the Honor Code in a
br oader concept nmaking clear the inportance of an obligation which
transcends individuals and individual |loyalties wthout appearing to
subvert the bond between cadets. This nore general statenment should
pl ace the Honor Code in perspective, clearly identifying it as the
central experience for a cadet in the process of devel oping a personal
standard of ethical behavior. (pp. 137-139)

139. Affirmthe statenment of the Honor Code. (p. 139)
140. Retain the Honor Code in its present formw th no change to the

requi rement that cadets report all honor violations, i.e., retain the
non-tol eration clause. (p. 139)
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141. The Honor Code is a reasonabl e standard agai nst which to neasure
behavior as long as the slightest transgression does not result in
per manent separation in all cases. (pp. 138-140)

a. Recognize the Honor Code as being | ess than a conprehensive
prescription for honorable behavior. (p. 137)

b. Encourage the Corps of Cadets to permt the Full Honor Board to
recommend "discretion" (i.e., other than permanent separation) in
appropri ate cases where a cadet is found to have conmtted an honor
violation. (p. 138)

142. Continue a supervisory role for the Special Assistant to the
Commandant for Honor Matters within the adm nistration of the Cadet
Honor Code and Honor System (p. 137)

143. The Superintendent's Honor Review Comm ttee should have an
expanded role with wider representation. This conmttee should not be
the final interpreter of the honor code; that responsibility rests
solely with the Superintendent, acting for the Secretary and Chief of
Staff of the Arnmy. (p. 142)

144. New cadets should be fully under the Honor Code at the outset;
t he Superintendent's discretionary powers are adequate to deal with
extraordi nary circunstances. (p. 140)

145. The jurisdiction of the Honor Code should be universal; that is,
the Code should apply at all places and at all tines. Nevertheless,
there are troubling questions concerning the responsibility of the Honor
System for enforcenent. Should the Code and System be coterm nous or
are there situations where there is only personal responsibility for
enforcenent? Continuing review of this matter will be needed. (pp.

140- 142)

146. Retain the new Honor Conmmittee procedures for further eval uation
during Academ c Year 1977-78. (p. 140)

147. Award cadet rank to executives of the Honor Committee. (p. 146)

148. Define lying in the Cadet Honor Code to be the making of an ora
or witten statenent or gesture of conmunication nmade in the presence of
and to another, intended by the naker to deceive or mslead. (p. 141)

149. Include the offense of wrongful appropriation as defined under

Uni form Code of Mlitary Justice in the definition of stealing in the
Cadet Honor Code.
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150. Elimnate the absence card conpletely (or, as a m ni mum
sinplify the card). (pp. 140-141)

151. Establish a formal procedure for redress involving the Conpany
Honor Representative and/or the Special Assistant for Honor Matters for
the cadet who feels that his punishnent or inplication resulted from
i nproper questioning. (p. 141)

152. Continue to inprove the education plan for all aspects of the
Honor Code and System (pp. 137-138)

U.S. Mlitary Acadeny Preparatory School (USMAPS)

The Study G oup conducted, in effect, a separate study of the Mlitary
Acadeny Preparatory School, the details of which have been available to
the Department of the Arny, the Superintendent, USMA, and the
Commandant, USMAPS. CQur recomendations are |isted bel ow

1. Establish a Board of Visitors for the Preparatory School wth
representation from Departnment of the Arny, the Acadeny, civilian
educators, and appropriate Army agenci es.

2. Retain the present assignnent of the Preparatory School under the
jurisdiction of Deputy Chief of Staff for Personnel and ensure closer
coordi nati on between the Acadeny and the Preparatory School

3. Retain the Preparatory School at Fort Monmouth, N.J. Prevent
instability experienced in recent noves.

4. Retain the current funding systemend provide funding at |evels
necessary to support the m ssion effectively.

32



CHAPTER 111
THE ENVI RONVENT

The environnent of the Acadeny significantly shapes cadet devel opnent.
Al though difficult to analyze, the environnent is an aggregate of al
aspects of the West Point experience. But it is nore. For each service
acadeny or college is unique, an inimtable conbination of interacting
forces and circunstances which may be greater or |ess than the sum of
its parts. At West Point, academ c studies build an intellectual base,
mlitary training provides fundanental soldierly skills, physica
education and athletics build strength and sel f-confidence, chapel
activities sustain spiritual values, and the Honor Code pronotes
dedi cation to an ethical standard. Al these elenents conbine to | ead
cadets toward strong commtment to selfless service. The Study G oup
believes that West Point is greater than the total of its collected
parts; it gives the nation an educational resource which is nmuch needed
and nowhere dupli cat ed.

Thi s uni que environnment contributes to creating within cadets a
growi ng all egiance to the notto: Duty, Honor, Country. Acadenic
excel l ence exists in many civilian colleges, and mlitary training is
not unique to West Point. But West Point performs its academ ¢ nission
inamlitary mlieu. Thus, the mlitary environment of West Point is a
maj or difference between civilian universities and the Acadeny; it
nurtures the attitudes and devel ops the know edge essential to service
as a professional Arny officer.

The intensity and duration--the unrem tting purposeful ness--of the
mlitary environnment pervade cadet |ife. Except for periods of |eave,
cadets constantly feel its pressures and neet its demands for the four
under graduate years. Cadets are totally imersed in a world that
prescribes the clothing they will wear, the hours of their day, the food
they will eat, and the tinmes they will eat it. This total--al nost
nmonastic--control of cadet life is a conplex process of socialization.
Arny officers, who formally and informally transmt to cadets their
val ues and their concern for the future of the Arny and its officer
corps, oversee this environment. Fromthem and fellow cadets, the
meani ngs of self discipline, personal responsibility, teamwork, time
managenent, self sacrifice, and concepts of duty and honor are |earned.

Tradition also i nfluences the cadet environment. West Point is a
national historic site, dating fromthe Anerican Revolution. Forts
Put nam and C i nton, Washington's statue, the Geat Chain, battle
trophies, Constitution Island, the architectural style and nanmes of the
bui | di ngs, statues and nonunents, CullumHall, the West Point Miseum
the reginmental colors in the chapel--the cadet uniformitself--al
reinforce the
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history and traditions of West Point and the United States Arny. "Beast
Barracks" and the Fourth Class systemare mgjor elenments in the
traditions of the Mlitary Acadeny. The "Thayer System" substantially
noder ni zed, pervades the life of every cadet. G aduates serve as
tactical officers and academ c instructors thereby perpetuating
tradition in the Corps of Cadets. The ties of the profession of arns
and experiences as cadets and as a class forge powerful bonds anong
graduates. Tradition is a strong and useful force in assimlating
civilians into the Corps of Cadets and into the officer corps. Properly
used, tradition is a positive force; inproperly used, it may be a

di saster.

It is comonly said that the cadet environnment is static and resistant
to change, but in fact there are continuous attenpts to adapt to the
varying currents of the contenporary Arnmy and Anerican society. The
Arny is dynam c, changing constantly by the evolution of its needs and
its assigned mssions. Technol ogical devel opnents, as conpl ex and
conprehensive in the Arny as they are in civilian life, occur
conti nuously. Sinultaneously, the Arnmy nmust sustain its traditiona
strengths: discipline and a strong ethical code are prerequisites for
m ssi on acconplishnment. Today's Anerican society places less trust in
traditional fornms of discipline and authority and nore in individual
aut ononry and sel f-gover nnment .

Both the Arnmy and the civilian community send anbassadors of change
into the cadet environnent. Instructors, tactical officers, and
adm ni strative personnel are selected fromthe Arny for service at the
Acadeny. Since many officers attend civilian graduate schools enroute to
t he Acadeny, they arrive inbued with recent civilian educational
attitudes, techniques, and ideas. Each officer |leaves his inprint on
t he cadet environnment. Because instructors, tactical officers, and
adm nistrative officers are drawmn fromthe Army with traditions and
heritages different fromthose of the Navy and Air Force, the cadet
environment will always reflect this difference and remain distinct from
t he environments of other service academ es.

O her anbassadors of change are the cadets thensel ves--a het erogenous
student popul ation of varying ethnic, scholastic and soci o-econom ¢
backgrounds that mrror the values, needs, and trends of their civilian
peers.

The interaction of all these people, values, and traditions prom ses

that the cadet environnent will always be uni que and that Wst Poi nt
wi || provide education and training that cannot be found el sewhere.
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CHAPTER |V

GOVERNANCE

A. I ntroducti on.

The Mlitary Acadeny is an accredited institution of higher education
for undergraduates - a college in a mlitary environnent. Structures of
governance for such an institution marry custons of collegial autonony
with traditions of mlitary conmand, a marriage whi ch has nunerous
counterparts in American higher education. Mbst public universities,
for exanpl e, conbine hierarchical managenment nodes (including provisions
for accountability to the state) with broadly based consultative and
del i berative bodies to influence or deter assist the chief executive
officer - to influence or determne institutional policies and to chief
executive officer in adm nistering them

In the past, governance of the MIlitary Acadeny has been nore
characteristically mlitary than collegial, nore hierarchical than
del i berative and consultative. The main--indeed, alnobst the only--
exanpl e of collegial self-government is the Academ c Board, with such
attendant features as academ c departnents, special purpose standing
commttees, and the O fice of the Dean of the Academ ¢ Board. This
col l egial substructure, with responsibility for the program of academc
instruction, is integrated into a specialized variant of the usual
mlitary organi zation. Qther operational and staff units conduct
prograns for professional mlitary devel opnent and for athletics and
extracurricular activities; still others maintain the support
installation. This environment produces a conprehensive cadet
experience which is directed toward the grow h of cadets in many
di mensi ons--intell ectual, professional, physical, social, ethical, and
spiritual. ldeally, all nenbers of the MIlitary Acadeny staff and
faculty, wherever assigned, endeavor to integrate all parts of this
conmpl ex environment. The structure of governance should be a neans to
t hat end.

Several purposes shaped the Study G oup's review of the Acadeny's
governance structure. First, we wished to inprove the Superintendent's
ability to acconplish the Acadeny's m ssion and to provide coherence in
the policy advice given to the Superintendent as well as the integration
of all aspects of cadet life as policy decisions are inplenmented. W
al so sought to ensure the prinmacy of the academ c program during the
school year. Additionally, we w shed to reduce the burden of routine
adm ni stration borne by the Superintendent, Dean, Commandant, and heads
of academ c departnents to permt themto concentrate on inproving the
qual ity of the educational experience. An increase in the benefits of
advi ce received from and accountings provided to external Constituents,
civilian and mlitary, constituted another goal. Finally we wanted to
acconplish all these ends with m ni nrum added cost.
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B. The Academ c Board

Federal | aw gives the Acadenmic Board authority to carry out three
responsibilities--recomend adm ssion of qualified alternates,
readm ssi on of cadets, and selection of nenorials. Al other Board
duties are prescribed by USMA Regul ations, which include a provision to
"make reconmendations to the Superintendent fromtinme to time concerning
any matters affecting the MIlitary Acadeny or the post of West Point."
Thus, other than three functions inposed by |law, the Academ c Board is a
creation of West Point. Despite its sweeping rmandate, the Board is
limted in its purview-at least in practice--and is simlarly limted
in the conposition of its nmenbership. Board nenbers include the
Superi ntendent, the Commandant, Dean, heads of all academ c departments,
directors of the Ofice of Mlitary Leadership and the Ofice of
Physi cal Education, and the Professor of Mlitary Hygiene, who is also
the commander of the West Point Arny Hospital. The Director of
Adm ssions sits as secretary without vote. While the Academ ¢ Board
itself nmeets frequently--28 tinmes during 1975, 44 tines in 1976--
standi ng committees of the Board acconplish much of the routine acadenic
adm ni strative work, such as adm ssions, disposition of deficient
cadets, and accreditation of cadet candi dates for graduate schol arshi ps
(See Figure 1. Al figures appear at the end of this chapter). These
commttees normally report directly to the Academ ¢ Board and are manned
al rost exclusively by nenbers of the Board. Few exceptions to this
arrangenent exist and usually they are [imted to the position of non-
voting secretary or to a specialist (e.g., Librarian). Al heads of
department serve on at |east three such commttees, and sone serve on as
many as nine. Some conmttees, such as the Adm ssions Commttee or a
O ass Commttee, function as deci sion-nmaki ng bodi es when acting within
policy previously established by the Board.

Fromtinme to tinme the Board establishes ad hoc committees to deal with
such matters as curriculumreview, selection of permanent faculty, and
all ocation of cadet tinme. The majority of the ad hoc committees are

heavi | y wei ghted with Acadenic Board nenbers. Board nenbers fill al
chai rman positions and, in many instances, the majority of other
positions. In theory, ad hoc conmttees report directly to the Academ c

Board; in practice, the General Committee, a standi ng conmttee of the
Board, often reviews their reports. The role of the General Commttee
warrants separate conment.

The CGeneral Committee's menbership is exactly the sanme as the Acadenic
Board, less two of its usual voting nenbers--the Superintendent and the
Surgeon--and its non-voting secretary, the Director of Adm ssions and
Regi strar. The Commandant of Cadets attends its neetings by invitation
as a full participant. The Conmttee is a forumfor discussion of
studi es made at the direction of the Superintendent or Dean and is
sonetimes a soundi ng board for proposals related to acadenic matters.
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In some cases, the Conmittees anal yzes itens before they are consi dered
by the Academi c Board, but it does not always constitute an efficient
sifting agency or forum for conprom se--nenbers frequently reserve

di scussion and judgnment for a neeting of the Academ c Board. |In other
cases, the Cormittee's agreenent to a proposal constitutes the final
step prior to inplenentation.

Interviews with younger officers at the MIlitary Acadeny gave the
Study Group an insight to their view of institutional governance. Many
of these officers believe the Acadeny is run by the heads of acadenic
departnments, who have little understandi ng of the problens of the
younger faculty or the tactical officer. Sonme attribute great and
pervasive power to the Academ c Board; sone believe it reaches into
cadet lives even to act on such routine matters as requests for absence.
They neither understand the functioning of the standing commttees nor
hol d much hope of influencing decisions.

The overwhel ming majority of observers, including the Study G oup,
believes that the Acadenic Board inpedes rather than facilitates
progressi ve change. This judgnment does not criticize the men who nmay be
menbers of the Board, although the tenuring process does tend to sel ect
"safe" people and reject those who have a penchant for change. Rather
it is a judgnent about the structure itself. An organization in which
authority is exercised by a small cadre of the sanme people over |ong
periods tends to be stable and to resist change. This propensity is
enhanced, in the case of the Academ c Board, by the tradition of
departnental autonony in many academic matters and in non-tenured
faculty selection, by much direct influence by the head of departnent
over the selection of his tenured faculty, and by the corollary efforts
of departnents to maintain their domains. The full professors
constitute a substantial elenent: of the institutional power structure.
The structure thus contributes to inbreeding and enphasi zes internal not
external influences.

The aggregati on of power, both perceived and real, in the Acadenic
Board results inevitably fromthe absence of countervailing forces to
chal l enge the status quo. Apart fromthe tenured faculty, nunbering
fewer than 50, officers on three-year tours of duty conprise the faculty
and staff. Understandably, these officers' |ack of experience weakens
their capacity to influence a systemdoninated by a small coll egiate
body of col onel s, whose average tenure on the Academ c Board is 10
years. Into the category of transient educators fall the Superintendent,
the Commandant, virtually all nmenbers of the Departnment of Tactics, and
the majority of the faculty.

In contrast to the stability of the Academ c Board, the Departnent of
Tactics and nost staff agenci es experience frequent turnover in
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personnel and instability of both policy and practice. No central
policy group exists to reduce these instabilities. Wether by the
preference of nenbers or at the direction of the Superintendent, the
Academi ¢ Board has not been influential in the fornulati on of prograns
for the professional devel opnent of cadets, character devel opnent, or
athletics--all central to the mssion. (Traditionally, however, sone
menbers of the Board, acting as individuals, serve on a variety of
comm ttees which have influence in these areas).

The inplications of these observations are clear. First, heads of
departnments have been overworked as governors. During 1976 (excluding
the sumer nonths), the Board net on 35 occasions; and the General
Commttee 23 other tinmes, with neetings |asting one-and-a-half to two
hours. Heads of departnents, on the average, attended a neeting of one
of those bodies every third day while classes were in session during
1976. In addition, they had other standing ad hoc commttee
assi gnnments; sone heads of departnments serve on as many as twelve of
those. The tinme devoted' to governance detracts fromthat given to
departnental supervision, teaching, and research

Second, the non-tenured faculty and staff believe that their
participation in the governance of the institution and their ability to
affect the way it achieves its objectives are extrenely limted. Few
non-tenured faculty and staff serve on any of the ad hoc or standing
commttees. An Institutional Functioning Inventory (by Educati onal
Testing Service; see Appendi x FI was adm ni stered to nenbers of the
staff and faculty in April 1977. Conpared with simlar faculty at 37
other coll eges and universities, the Acadeny faculty placed at the
second percentile with respect to the subject of participatory
governance. Overwhel m ngly, faculty nmenbers believe they |ack the
ability to contribute to that aspect of institutional life.

Third, the Academ c Board does not and, given its structure and
i nterests, probably cannot, provide the Superintendent with broadly
based advice for shaping the total cadet experience, which enbodies
prograns for professional, athletic, and character devel opnent as well
as academ c pursuits. In recent years the bul k of the Acadenmi c Board's
wor k, neasured in terns of neetings, issues, or tine, has invol ved
deci sions on individual candidates for adm ssion or the disposition of
deficient cadets. It also has studied and taken action on the
adm ni stration of the academ c curriculum In short, the Board has
focused on matters directly concerned with the academ ¢ program O her
i mportant areas have received little consideration. The Board' s concern
with the intercollegiate athletic program for example, is indirect,
limted mainly to the work of individual Board nenbers; it has not
addressed the overall athletic program Its involvenent in the
di sciplinary, |eadership, and mlitary training prograns has occurred at
the tinme cadets are separated because of deficiencies in those areas.
They have not undertaken any broad
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exam nation of the purposes and policies of those systens and their
contribution to the cadet experience, in spite, for exanple, of a widely
hel d concern by Board nenbers of the adverse effects of the Leadership
Eval uati on System (LES) on cadet academ c attitudes.

In summary, the responsibilities and purviews of the Academ c Board,
as defined by law, regulation and practice, are too limted to provide
adequat el y conprehensi ve policy advice to the Superintendent; the
menber ship of the Board and its commttees are too restricted,
needl essly excluding talented and interested contributors fromthe
faculty and staff; heads of departnents are too heavily taxed by Board
work, to the detriment of their teaching, their professiona
devel opnent, and their |eadership of the departments. Structural
changes are in order

C. Recomendations for Change to the Governance Structure

1. Ceneral. The Study G oup considers the qualifications and tenure
of future Superintendents central to its recomendati ons for change.
Sel ectees for that position should have achi eved marked professional
success and possess the | evel of academ ¢ conpetence normally associ at ed
wi th presidents of undergraduate institutions. The Superintendent shoul d
serve a four- to eight-year tour

The Study G oup further reconmends:

- Retaining the Academ c Board with nodifications of its nenbership
and confining its responsibilities to statutory matters and to advi sing
t he Superintendent on academ c matters.

- Establishing a new Policy Board as the primary advisory group for
t he Superintendent.

- Reform ng the structure of advisory and adm nistrative comittees,
Acadeny-w de.

The Study Group envisions a newy established deliberative body, the
Policy Board, with a conprehensive focus and a clearly defined role as
the primary elenent for policy advice and recommendations for the
Superintendent. Reporting to the Policy Board will be a nunber of
standing conmm ttees (Figure 2). Wth the exception of standing and ad
hoc commttees of the Policy Board and the Academ c Board, a commttee
normal |y should not report to another conmttee. Comrittees should draw
fromboth non-tenured and tenured nenbers of the staff and faculty and
fromacadem c, tactical, and staff officers. Al should serve specified
terms. Comm ttees having responsibilities for Acadeny-w de activities
generally should report to the Dean, Commandant, Deputy Post Conmander,
or Academ c Board as appropriate. Although departnment heads m ght chair
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sel ected conmmttees, in general, they should not be nenbers of the
substructure conmttees. One objective of these recommendations is to
permt academ c departnment heads to concentrate on their departnenta
duti es.

2. The Policy Board. The Policy Board should be composed of the
Superi ntendent as Chairman, the Deputy Superintendent, the Dean, four
per manent professors elected by the Academ c Board for three-year terns,
the Director of Intercollegiate Athletics, the Chief of Staff, the
Commandant of Cadets, the Brigade Tactical Oficer, and the Director of
Pl ans and Anal ysis as Secretary wi thout vote. On policy matters for
whi ch they have operational responsibility, the Director of Policy,

Pl ans and Analysis, the Director of Adm ssions, the Deputy Post
Commander, or other officials should participate in the deliberations
wi t hout vote.

The mission of the Policy Board should be to advise the Superintendent
on all matters having general significance for the Acadeny.

The Policy Board should have the follow ng specific functions:

- Advi se the Superintendent on all aspects of the education and
training of cadets, the managenent of resources, the governance of the
Acadeny, and on such other matters as the Superintendent or the Policy
Board deens i nportant.

- Recommend policies for adm ssion, readm ssion, graduation, and
academic, mlitary, physical, and disciplinary proficiency.

- Review master plans for construction.
- Recommend policies for all tenured appointnents.

By recommending a Policy Board with a purview broader than that of any
ot her body at the Acadeny, the Study G oup intends greater
conpr ehensi veness, coherence, and unity than has been achieved in the
past, both in formulating and executing policy. The large faculty
representation on the Policy Board is intended to magnify the influence
of the faculty in the central governance of the Acadeny and to increase
t he enphasis on educati on.

3. The Academ ¢ Board. The Academ ¢ Board shoul d be conti nued,
with its menbership augnented by the Head of the Departnent of
Behavi oral Sciences and Leadership, the Director of the Ofice. of
Physi cal Education and the Director of the Ofice of Mlitary
Instruction. |f a head of departnent is elected to serve on the Policy
Board, consideration should be given to seating sone other tenured
departnment faculty nmenber on the Academic Board in his place. The
wor kl oad of the Academ c
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Board has becone unduly burdensonme with the increase in the size of the
Corps of Cadets and with greater conplexity in the demands of academ c
adm ni stration. These conditions pronpt the Study G oup to reconmend
real i gnment of responsibilities to give relief to the Academ c Board to
ensure that it may concentrate on academ c matters.

The m ssion of the Academ c Board should be to execute those functions
directed by | aw and to advi se the Superintendent on academ c matters.
The Academ c Board should be a forumfor the exchange of views anong
menbers and shoul d be a nmeans for heads of departnents to communicate
directly with the Superintendent.

The Academ c Board shoul d have the follow ng specific functions:

- Recommend for return or reappointnment to the Acadeny a cadet who
is reported as deficient in conduct or studies and recommended to be
di scharged fromthe Acadeny.

- Sel ect the candi dates and recommend those candi dates selected to
the Secretary of the Arny, for any additional appointnents authorized by
Title 10, USC, Section 4343.

- Recommend to the Superintendent those cadets to be separated for
any reason except under Article 12, Regulations for USMA, and for
medi cal disqualification. Cases for dismssal for acadeni c deficiency
wi |l be brought to the Academ c Board by the Dean and for conduct and
| eader shi p, by the Commandant after each has consi dered the concerns of
t he ot her.

- Recommend to the Superintendent those cadets to receive dipl omas
and those to be comm ssioned in the services.

- Select the nenorials to be placed in Cullum Menorial Hall,
decisions requiring a magjority vote in a quorumof not [ess than two
thirds of the entire Academ ¢ Board.

- Recommend policies and procedures for graduate education of
faculty nenbers.

- Recommend persons to receive pernmanent appointnents to the
faculty. (See also recommendation 78 for others involved).

4. Ofice of the Director of Policy and Plans and Anal ysis. The
Study Goup recommends that an Ofice of Policy, Plans and Anal ysis be
established to performthese functions: institutional research to
i nclude data collection and anal ysis; |ong-range planning for the
Acadeny;
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organi zati onal effectiveness; assistance to the Superintendent in
setting the agendas of the Policy and Academ c Boards, the Board of
Visitors, and the USMA Advi sory Committee; and coordinati on and anal ysis
of the scheduling of all significant activities of the Acadeny. The
Director should be a colonel who will serve as Secretary to the Policy
Board and who will have a tour of duty of 4-5 years.

The Superintendent requires an independent | ook at all aspects of
cadet time. No single agency is now charged to oversee the use of cadet
time. For this reason, the Superintendent nust continually nonitor the
demands pl aced on cadet tine and adjust its allocation and use
accordingly. In addition, the Acadeny needs an operations research
approach to the scheduling of the educational and training systens to
ensure the best "m x" of staff, facilities, and tinme. Therefore, it is
reconmmended that the Director of Policy, Plans and Anal ysis (DPA) be
responsi ble for the foll ow ng:

- To evaluate and report on the adherence of Acadeny el enents to
exi sting scheduling policies and procedures.

- To analyze and devel op scheduling plans to nmaxi m ze use of
personnel and facilities.

- To provide the Secretary of the Scheduling Commttee of the
Pol i cy Board.

- To conduct research and to di ssem nate the analysis of this
research in tinme managenment and schedul i ng techni ques.

VWhile there is a distinct difference between | ong-range planning and
traditional institutional research, there is nmerit in the cl ose
integration of the two functions under the DPA. Lack of effective | ong
range planning capability, with adequate access to ADP and anal yti cal
support, has caused the Superintendent to rely on a series of ad hoc
commttees, each with a single purpose. Wiile this is both necessary
and desirable, it has created the perception that West Point practices
only crisis nmanagenent.

The Superintendent should al so have at his disposal trained nmanagenent
personnel to analyze, interpret, and advi se himon organizati onal
probl ens. The establishnment of an Organizational Effectiveness (OE)
capability at West Point is in keeping with current Arny policies. The
establi shnent of an Organi zational Effectiveness Staff Ofice (or
el ements thereof) can provide the Superintendent with a systematic
appl i cati on of managenent science and | eadershi p net hods to strengthen
and i nprove the effectiveness of organi zational elenents at West Point.
The placenent of the OE staff effort for the Acadeny within the Ofice
of Plans, Policy and Analysis is in keeping with the appropriate
functions
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of that office. Such assignnent will provide the CE staff an
institutional nenory, access to a data bank, and ADP capability, which
they may require.

A Boards Secretariat should be located in the Ofice of Policy, Plans
and Analysis. DPA's admnistrative branch will support secretaries of
the Policy Board, Academ c Board, Board of Visitors, Advisory Committee
and serve as Ofice of Record for their commttees.

5. Faculty Council. The Study G oup recomends establishing a
Faculty Council conposed of all tenured faculty and staff nenbers and
two non-tenured faculty nenbers from each academ c departnment el ected by
non-tenured departnmental coll eagues. The Council should neet at the cal
of the Superintendent or Dean (its chairman), or at the request of a
specified | ow nunber (e.g., 10 percent) of its nenbers. The Counci
should facilitate conmunication with the Superintendent.

6. Superintendent's Honor Review Conmttee. Because of the
i nportance of the Cadet Honor Code and the Cadet Honor Systemto the
vitality of the institution, this Conmttee should continue to have a
special relationship to the Superintendent. It reports directly to him
its menbers are chosen by him The Committee should also transmt its
reports to the Policy Board for consideration and conment. Additi onal
comment on the Committee's conposition and manner of operation is
contained in the Mlitary Professional Devel opment portion of this
report.

7. Dean. The Dean-'s responsibilities increase in this recommended
restructuring. He is the Superintendent's chief advisor and executive
for academic matters. He will reconmend to the Superintendent any
changes to the programof instruction, the tine to be allocated to each
department of instruction, and the credit-hour weight of each course.
Hi s duties include supervision of the prograns and personnel of the
academ c departnents and the library; allocation of financial resources
to these agenci es upon approval of the Superintendent; coordination of
assignnments for academ c personnel; coordination of academ c schedul es
and instructional facilities within approved policy guidelines;
menber ship on the Policy and Academ ¢ Boards, and any ot her boards and
commttees to which he may be assigned; and any ot her duties which may
be assigned to himby the Superintendent.

The Dean shoul d oversee permanent conmittees which report
reconmmendations to himfor his decision (see Figure 2); he may, at his
di scretion and within established guidelines, forward the
reconmendations to the Superintendent for final decision or for referral
to the Academi c or Policy Boards.

8. Director of Automation and Training Support (DATS). Another
organi zati onal area of concern to the Study G oup was the managenent of
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computer and training support operations. |nprovenents in cadet
instruction on and acadeny use of the conmputers are required. Acadeny
assistance to the US Mlitary Acadeny Preparatory School in evaluating
their automati on requirenents should al so be consi der ed.

The Acadeny Management Information Systens Oficer is positioned in
the Conptroller's Ofice and cannot effectively nanage West Point's
computer resources owing to his limted authority over certain najor
computer elements that support cadet instruction. Simlarly,
responsibility for other instructional technol ogy resources fragment
anong separ ate Acadeny agenci es.

A singl e manager of both conputer and training support resources is
recommended via the Director of Automation and Trai ning Support (Figure
3). The DATS shoul d have managenent control over existing conputer and
training support facilities, report to the USMA Chief of Staff, and
interface with an Acadeny Computer Advisory Conmittee and Conputer Users
G oup.

Wthin the DATS organi zation, the Academ c Automati on Support
Coordinator is the key figure. Hs role is that of the innovator
seeki ng new ways to integrate use of the Academ c Conputer and
i nstructional technology in the classroom He should be a tenured
faculty nenber.

9. Director of Adm ssions and Registrar (DAR). Because the quality of
the entering class dramatically influences the Acadeny, the Study G oup
exam ned the entire adm ssions process. (Details of this exam nation
are at Appendi x E). Under the | eadership of the DAR, the Adm ssions
O fice managed efficiently the changes required by the expansion of the
Corps of Cadets during a period of vocal anti-mlitarismin the United
States. It has reacted simlarly to the requirenents for the adm ssion
of wonen.

The indications are that the Adm ssions O fice has noved aggressively
to recruit, spread information, and nake personal contacts. The Cadet
Public Relations programis excellent. Contacts through the Reserve
O ficer Liaison program use of alummi societies, and educator visits
are being pursued. The supporting conputer programis innovati ve.
Significantly, Scholastic Aptitude Test scores of entering classes have
remai ned constant while these scores nationw de have decli ned.

There are areas, however, that need inprovenent. Al though entrant
quality remains high, a nore aggressive early acceptance program and
studi es of qualified candi dates who decline adm ssion could inprove the
Acadeny's recruitment position. Recruiting in the future is likely to
require nore effort, and factors which hanper recruiting should be
identified and elimnated. |In any case, the incom ng classes should not
be filled if sufficient fully qualified and properly notivated
candi dates are not avail abl e.
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Adm ssi on procedures are unnecessarily cunbersonme. The Adm ssions
Commttee is currently authorized to act concerning those candi dates who
are obviously qualified and those obviously not. Approxi mtely 500
candi date files on which the Comm ttee cannot agree are forwarded each
year to the Academ c Board for consideration. This nunber is excessive,
and the authority of the Adm ssions Committee should be broadened to
permt their decision on all cases that do not represent nmjor deviation
from adm ssi ons policy.

10. Di scussion. This proposed structure is functional, efficient,

and admnistratively frugal. Conmttee realignnment elimnm nates
unnecessary | ayering. The streamined, broadly-based Policy Board is a
manageabl e size. The structure will permt timely surfacing of issues,
deci sion making at the appropriate level, and a representative
menbership that will elicit nutual support.

An inportant feature of the proposed Policy Board is its broad
purview. It advises the Superintendent on all policy matters. The
presence of the Dean and four heads of departnents on the Policy Board
grants academ c departnents a powerful voice in all deliberations.

El ection of the four departnent head Policy Board nenbers by the
Academ ¢ Board provides for proper representati on of departnental and
tenured faculty views and concerns in the highest governance body of the
Academnry. This strong faculty menbership, coupled with the broad scope
of the Policy Board, increases the enphasis on and primacy of

educati onal excellence throughout the system of governance of West

Poi nt .

A maj or advantage of the recomrended structure is that it rel eases the
heads of academ c departnments fromtheir current excessive involvenent
in commttee work, which in turn permts themto concentrate on their
department interests to a degree not previously possible.

The recomrended structure includes a Superintendent wth established
academ c conpetence who should serve for at |least 4 years and preferably
longer. The Study G oup expects that the Superintendent wll take
counsel fromtinme to time with former Superintendents, Deans, and
Commandants and obtain their views on matters of nmoment. Further
stability accrues through the provision for a |l ong assignnent for the
Director of Policy, Plans and Anal ysis and assigning that office the
responsibility for |ong-range planning.

The presence of four tenured departnment heads and the Dean on the
Policy Board and tenured staff and faculty representati on on the key
governance comrittees al so provides stability of view and policy on al
Acadeny matters and perpetuation of an institutional nmenory. The
Academ ¢ Board, the Faculty Council, and the chain of command provide
for checks and bal ances.
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On alnost all conmttees of the recommended governance substructure,
the academ c departnents and the O fice of the Commandant have
representation. On many others, the special interests of athletics,
post functions, and other activities are represented where appropriate.
The details of conposition of these subcommttees are at Appendix D to
this report.

The recommended structure, through its representational approach
permts greater use of the tal ented personnel assigned to Wst Point.
This increased participation facilitates the surfacing of new i deas and
early discussion of issues and concerns.

D. Ext ernal Gover nance Bodi es

1. Ceneral. At present there is no body external to the Acadeny
whi ch provides continui ng advi ce, counsel, and assistance to the
Superintendent through in-depth review of the Acadeny's activities. The
Board of Visitors is charged to "inquire into the noral e and discipline,
the curriculum instruction, physical equipnent, fiscal affairs,
academ c nethod, and other matters relating to the Acadeny..." (10 USC
Sec. 4355). Its nenbership includes various nmenbers of the Congress,
i ncl udi ng Chairnmen of both Armed Services Committees, and ot her
i nportant individuals reconmended by the President.

Those di stingui shed persons have not had the time or staff to
accomplish nmore than brief annual inspections. Mst institutions of
hi gher | earning provide for such external review and assi stance for
their presidents through boards of trustees. While ad hoc groups such
as this Study G oup have exam ned various aspects of the Acadeny from
time to time, there has rarely been any continuity anong the menbershi p;
and, nore inportantly, much tine passes between the adjournnment of one
and convening of its successor. As beneficial as these occasional
studies may be, they are sporadic and isolated, not regular or
i nt egr at ed.

The Study G oup agrees with the recommendati on of the Borman Report to
establish an external advisory body.

2. USMA Advisory Conmittee. Follow ng these guidelines, the Study
G oup recommends the establishnent of an external advisory body called
the USMA Advi sory Committee, with the m ssion of providing advice and
assi stance to the Superintendent by review ng any activities that bear
on acconplishing the m ssion of the Acadeny. The conmittee should
consi st of a chairman and approxi mately 12 nenbers. Standing or
tenporary subconm ttees should be formed as necessary. The conmittee
shoul d establish ad hoc visiting conmttees with menbership not limted
to that of the Advisory Conmittee itself. These subcomittees should
convene as necessary to review academ c departnents or other conponents
of the
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Academnry. The chairnen of such visiting conmttees should be drawn from
either the ranks of the regularly appointed nenbers or el sewhere as
appropri ate.

The nmenbers shoul d be distinguished civilians and mlitary | eaders. A
menber ship slate mght include one or two persons from such categories
as college or university presidents, educational adm nistrators, deans,
heads of academ c departnents, teaching faculty, corporate executives,
and active or retired mlitary personnel. They should be selected with
t he goal of engendering confidence and trust between the Conmittee and
the Superintendent. There should be no ex officio nenbers. The
Commttee will be governed by the provisions of the Federal Advisory
Conm ttee Act (5 USC, Appendix 1).

A Secretariat stationed at West Point would serve the Conmttee. The
secretary hinself should be a former faculty menber who has served with
distinction for at least two years and should serve for a normal tour of
duty of 2 years as secretary.

The menbers of the Commttee should be Superintendent, approved by the
Chief of Staff, and Secretary of the Arny. Contiguous terns of service
and shoul d be nanaged so that no nore than one newl y appoi nted during
any two-year period, nom nated by the Superintendent appointed by the
Secretary should not exceed 6 years and should be managed so that no
nmore than one third of the nenbers are newly appoi nted during the two-
year peri od.

The Advisory Conmttee should report to the Superintendent at |east
annual ly. The Superintendent should forward copies of the report to the
Chief of Staff, the Secretary of the Arny, and the Board of Visitors.
Visiting conmttees should be formed to assist the Advisory Conmittee in
its work and shoul d becone an inportant channel of communication between
departnments and the Advisory Conmittee. They should al so advise the
heads of departments. The conposition of each visiting comrttee shoul d
be determined by its chairman, and its nenbers shoul d be persons of
conmpetence on their fields. Menbers should be nom nated by the USMA
head of departnent concerned, approved by the Dean, and appointed by the
Superintendent with the advice of the Chairman, USMA Advi sory Comm ttee.
Visiting conmttees periodically should review departnental activities,
confer with the | eaders and nenbers of the departnent, speak with
cadets, and observe the departnments at work

The Advisory Conmittee should neet in the nanner, at the frequency, and
for the duration determ ned by the chairman, but not |ess than tw ce
annual ly. Visiting conmttees should plan to visit all portions of the
Acadeny as needed. During periods of marked change or when unusual
condi ti ons demand, greater frequency m ght be required.

47



Areas of review should include:

Academ c activities, to include curriculumstructure and content;
i nstructional technology and nethods; faculty quality, norale, staffing,
and structure; |aboratory and other instructional facilities; USMA
Li brary; cadet attitudes toward acadeni c study.

Pr of essi onal devel opnent activities, to include cadet norale, mlitary
training programstructure and content, staff training and structure,
cadet duties, physical education, training activities conducted away
fromthe Acadeny, intranural athletic prograns.

Adm ssions activities, to include selection criteria, organization to
conduct the adm ssions process, and publicity prograns.

G her activities that bear on the cadet |life, to include
extracurricul ar clubs and groups, intercollegiate athletics,
institutional research, scheduling of cadet and Acadeny activities,
counseling, health care, and religious life.

Organi zation for the efficiency of the conduct of other post support
activities, to include housing, naintenance, personnel, museum
operations, public affairs, and other activities related to the
operations of the post of Wst Point.

Sel ection of tenured personnel should also constitute an area of
continuing concern for the Commttee. Review of the academc
credentials of those nomnated for tenured positions and provision of
reconmendati ons to the Superintendent would be two appropriate
activities.

Such other matters as the Conmttee, the Superintendent, or the Chief
of Staff of the Arny m ght determ ne

3. Summary. The Study G oup believes that the proposed USMA Advi sory

Commttee will benefit the MIlitary Acadeny with regul ar consul tations
by highly qualified and interested nen and wonen who are dedicated to
the welfare of the institution and who will inprove the Acadeny's

accountability to the American people.

E. Command and Staff O gani zation.

The Borman Commi ssion's exam nation of the Acadeny's command and
control structure indicated that the Superintendent was overconm tted.
The subcomm ttee concurs with the Comm ssion's concl usion that the
current organi zational span of control is too great. Currently, too
many el enents could report directly to the Superintendent and Chief of
St af f
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(see Figure 4). O the other academ es and universities studies,
universities studied, the span of control of the superintendents or
presidents, exclusive of boards, was significantly |less. The w de span
of control of the Superintendent has been conplicated by the assignment
of additional functions to the Chief of Staff. He also serves as the
Deputy Post Commander, supervising all of the installation activities
and coordi nating the Acadeny staff at the sane tine.

The general staff at West Point is not a true general staff as found
in other Arnmy organizations. Preponderantly involved in post support,
it isinreality a post staff. Wile sone unique staff elenents are
recogni zed, a nore standard organi zati on woul d i nprove managenent,
efficiency, and relations with external agencies. The Acadeny's
organi zati on should be no nore unusual than necessary. O ganizationa
i nconsi stenci es, conplicated by doubling the size of Corps of Cadets,
and a plethora of highly sensitive managenent probl ens--court
chal | enges, Electrical Engineering 304, adm ssion of wonen and ot hers--
created special strains on the managenent structure. Wst Point's
designation as a national historic site further conpounds its managenent
probl ens. These consi derations nmay have been responsible for the
foll owi ng probl em areas:

-Sone routine decisions are nade at a higher |evel then at nost other
Arny installations;

- Real or perceived inadequacies in the direction and control of the
i ncreasi ng nunber of cadet activities have contributed to cadet time
probl ens;

- The amount of information which can be brought to the
Superintendent's attention has been |imted;

-Time avail able for the Superintendent to be personally involved with
cadets has been reduced;

- Managenent probl ens have been presented directly to the
Superi nt endent .

Al'l these factors taken together indicate that, in addition to his
nor mal Acadeny and post functions, the Superintendent has a nyriad of
other duties conpeting for his tinme.

As a consequence of the Army response to the Borman Conm ssion, the
i ssue of an additional general officer position at Wst Point received
extensive exam nation. This issue is a subjective one at best. During
the events of the past few years, another general officer (probably a
Deputy Superintendent, rather than a Provost) woul d have been useful to
t he Superintendent. These events include expansion of the Corps,
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i ntegration of wonmen, and the El ectrical Engineering 304 cheating
scandal . The broad spectrum of individuals consulted, however, did not
voi ce strong support for increasing the general officers at Wst Point.
Reasons varied froma general feeling that reorganization would not

sol ve current problens, that establishnment of an additional position
woul d indicate that nore was better, and that another general officer
was not justified. Another consideration was the organizational
structure of the Air Force and Naval Academ es and the number of general
of ficers assigned to each. Further, the size and perceived conplexity of
West Point alone do not justify a fourth general officer position
especi al ly when conpared with other active Arny installations. Also,

t he excessive span of control of the Superintendent can be reduced to an
acceptabl e | evel by reorganization w thout addi ng anot her general
officer.

The Study G oup's recommended organi zation (Figure 5) is to provide
t he opti mum command and control organization to assist the
Superintendent in the performance of his duties in keeping with the DA
response to the Borman Comm ssion Report. The recommended proposal is
conservati ve and based on proven concepts. It attacks the heart of past
probl ens, the excessive and distorted span of control of the comrmand
group at West Point. This proposal recomends no addition of a fourth
general officer over the long term However, this does not inply that
anot her general officer for the imediate future is not necessary. The
new Superintendent must | ook deeply into overall MIlitary Acadeny
policies, progranms, and procedures throughout the institution during
this unique period. The delegation of support functions to a genera
of ficer Deputy Superintendent would allow the Superintendent to
concentrate on the fundanmental issues of the Acadeny w thout the burden
of routine adm nistration of support activities.

In view of the inplications associated with the aftermath of the
cheating scandal and the potential inpact of this study, the next few
years could be a critical period for the Acadeny. This study could
change aspects of the institution fromacademc to adm nistrative. It
can be expected that the Acadeny will be subjected to increased interest
by the Congress and the American public during this period. This
hei ghtened i nterest and expectations as a consequence of a new
Superintendent along with changes anticipated fromthis study wll
create unprecedented demands on the Superintendent. The Study G oup
thinks that it is desirable to assign an additional general officer as
Deputy Superintendent to assist the Superintendent during this period of
adjustnment (Figure 6). This addition wll allow the Superintendent to
concentrate on pressing fundanmental issues that require quick
resol ution.

One changes in Acadeny governance and organi zati on, academ c
curriculum mlitary professional devel opnent, and others are firnly
i npl enented, the position of Deputy Superintendent should be reeval uated
and, if considered unnecessary, the position should be abolished. Wth
a
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return to normality, the Study G oup's proposed organi zati on shoul d
function efficiently and preclude the crisis managenent often
experienced in the past.

Concurrently, the Ofice of the Commandant is reorgani zed to reassert
t he Commandant's role as the central source of control and direction for
the Corps of Cadets and to provide for nore effective control of the
schedul i ng and coordi nation of cadet activities. The proposed
organi zation, in terns of major conponents, establishes the Ofice of
t he Commandant, consisting of three departnents - Mlitary Instruction
Physi cal Education, and MIlitary Devel opnent (under the direction of the
Bri gade Tactical Oficer). Each of these organizations is headed by a
colonel. The Commandant's staff, identified by functional area, is made
up of four divisions, each supervised by a |ieutenant col onel --Personnel
and Adm ni stration, Operations and Pl ans, Logistics, and Cadet
Counseling. The Commandant al so supervises the activities of two
speci al staff officers--The Special Assistant for Honor Matters and the
O gani zational Effectiveness Staff O ficer. Both hold the grade of
maj or .

The principal features of this organization (Figure 7) are the
establi shnent of the Departnment of MIlitary Devel opnent headed by the
Bri gade Tactical Oficer (the position of the Brigade Tactical Oficer
is explained nore fully on p. 96) and the creation of four Regi nmental
Tactical Oficers. The Departnment of MIlitary Devel opnent contains al
t he Conpany Tactical Oficers, who have overall supervisory
responsibility for the cadets and particular interest in their mlitary
devel opnent .

On the Acadeny staff, the Director of Intercollegiate Athletics and
the Director of Adm ssions and Regi strar remain organi zationally
unchanged. But the Director of Policy, Plans and Anal ysis has been
est abl i shed and assigned responsibilities for an expanded anal ytic
capability, the organizational effectiveness program |ong-range
pl anni ng, and tine and scheduling anal ysis.

The O fice of the Director, Automation and Trai ning Support (DATS) has
been created in order to supervise all automatic data processing and
i nstructional technol ogy resources.

The Conptroller, less his fornmer Managenent | nformation Systens
el ement, should remain directly under the Superintendent. Because of
t he preponderance of resources involved in the education and training
m ssions of the Mlitary Acadeny, the Conptroller at the Acadeny should
be acknow edged as uni que and not placed under the Deputy Post
Conmander .

Cadet support activities (Treasurer and Cadet Activities O fice) group
under the Director, Cadet Activities (DCA) and fall under the Chief

51



of Staff for the short term This placenent should facilitate the
coordi nation of installation support to cadet activities and wll
relieve the Commandant of the burden of many dysfunctional concerns. In
the long run, the DCA organization m ght be assigned to the Commuandant.

Several critical functions--tine and scheduling anal ysis,
organi zati onal effectiveness, and | ong-range pl anni ng--are deened
essential and suitable for placenent in the Ofice of Policy, Plans and
Anal ysi s.

The proposed organi zation will be highly effective in assisting the
Superintendent in acconplishing the Acadeny mission. It provides a
singl e manager for installation activities and frees the Superintendent
fromdirect supervision of the installation. Also it provides the
Acadenmy with an increased and i ndependent research, planning, and
eval uation capability so that planning can be systenmatized and current
prograns or proposed changes can be anal yzed. This organization
provi des an increased focus for cadet activities.
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PROPOSED ORGANIZATION:

OFFICE OF THE COMMANDANT

Organizational Office of the Commandant Special Assistant
Effectiveness for Honor Matters
Staff Officer
MAJ Deputy Commandant MAJ
] 1 I | NOTE 2
Personnel and Operations and Plans Logistics Division Cadet Counseling
Administration Division Division Division
LIC LTC LTC LTC|
T NOTE 3 1 ] NOTE 1
Department of Military Department of Military Department of Physical Department of Cadet
Instruction Development Education Activities
COoL COL COL coL
1
[ I i 1 1
Regimental Kegimental Regimental egimental
v fBattalion Tactical Tactical Tactical Tactical Battalion
°|Tactical Officer LTC Officer LTC Officer LTC Officer LTC Tactical
Of ficer Battalion Battalion Battalion Battalion Officer
Tactical Tactical Tactical Tactical
LT(] Officer LTC Officer LTC Officer LIC Officer LTC LTC|
NOTES: 1. Cadet Activities established as a "department" headed by a colonel and, in the near term, to

report initially to the Deputy Superintendent.

be returned to the Commandant.

2. Cadet Counseling Division remains under the Commandant.

At some future date, this organization might

3. Regimental tactical officer structure possibly reorganized to six battalions in Academic Year
1978-79; battalion tactical officer in grade of lieutenant colonel to direct each battalion.

(NOTE:

Above Regimental and Battalion Tactical Officer positions intended to convey the eventual

metamorphosis of the existing four regiments into six, or more, battalions.)




CHAPTER V

ACADEM C PROGRAM

A. | nt roducti on

The Study G oup began its exam nation of the academ c programwth the
expectation, soon confirmed by many observations, that the Acadeny is a
sound institution. Qur task was to find ways to nake it better, which
meant that the process of the study paralleled in many respects an
accreditation review. W initiated conversation with the executive
Director of the Mddle States Association of Coll eges and Schools, and
we have found his assistance substantial and encouragi ng. W are
confident that when the Academnmy undergoes its forthcom ng ten-year
accreditation review, it will be judged an institution of high quality.
W hope that the recommendati ons of our report will point toward the
achi evenent of even greater distinction in comng years.

An Acadeny education |ays the foundation for a life-long career of
service. The shape and needs of the Arnmy of the future are not clear,
and Departnment of the Arny has yet to specify its future officer
educati on needs. A base of knowl edge all owi ng graduates to adapt to
weapons systens of increasingly conplex technology is essential, but
equal ly essential is the base of know edge needed to | ead soldiers
effectively, to develop a set of personal values, and to understand
political, economc, and cultural issues, both foreign and donestic.
The "Concept for the US MIlitary Acadeny” recommended earlier in the
report states the academnm c objectives necessary to |lay such a genera
foundation. Significantly, it represents a conscious decision that the
Acadeny shoul d graduate officers who can deal with both the technica
and the non-technical worlds. This decision in turn |leads to the
conclusion that conventional academ c majors are neither necessary nor
desirabl e, a subject discussed later in the curriculumsection of this
chapter. We believe that the Arny officers of the future will perform
in a variety of roles as they have in the past. Their intellectual base
nmust be constructed of skills and principles fully mastered, none of
which are nore inportant than the power to conmnunicate effectively in
t he basic | anguages of daily life--standard English and scientific
| anguage. Likew se, an Acadeny education shoul d enphasi ze the
under st andi ng of general principles, not the nenorization of problem
solving fornmulas. The programshould foster a continual devel opnent of
judgenent, ethics, dedication to selfless service, and an appreciation

of society.

The Study G oup exam ned nmany proposals for change. No proposal was
significantly nore costly or inexpensive than current nethods;
therefore, no detailed analysis of cost has been included in our report.
The Study G oup believes that to nmake radical change in a basically
sound acadenmic programis not wi se. Moreover, many changes in the
academ ¢ program
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will, require detailed study and planning by the Acadeny. Hence, the
nmost i nportant recommendations to inprove the academ c program are those
whi ch restructure the governance of the Acadeny so that it can adapt to
change nore readily in the future; these recommendati ons have al ready
been di scussed in the precedi ng chapter.

The Study G oup has been inpressed by the academ c achi evenents and
attitudes of the upper portion of each class--approximately the top 30
to 40 percent. Major inprovenents in opportunities for enrollnment in
accel erated and advanced courses have been well used. Recently cadets
have won Rhodes schol arships for study not only in social sciences but
i n physical sciences. The results of Hertz, d nstead, and ot her
nati onal fellowship conpetitions are simlarly inpressive. However, we
do not believe that attitudes toward academ ¢ pursuits are satisfactory
anong nmany cadets in the lower 60 to 70 percent of each class. These
attitudes are sunmarized in cadet slang as "cool on acadenmics,"” "the
goat," "2.0 and go," "spec and dunp,” and "cooperate and graduate,"” each
with its own variation on the thenme of giving only that effort to
studi es needed to graduate. Undoubtedly, such attitudes accelerate the
devel opnent of poor attitudes in other areas, including honor.

The i nprovenent of these attitudes is the first and nost critical
prerequisite to inprovenent of the education for nost cadets. Evidence
of poor attitudes has been overwhel m ng and consistent frominterviews
wi th cadets, faculty, and graduates, from surveys, and from observations
of exchange Air Force and Naval Acadeny students who note that
schol astic pursuits have higher regard at the other acadenies.
| nprovenent s depend on the full cooperation of the entire institution
our recommendations require changes in matters under purview of the
Commandant, the Dean, and the adm nistrative staff. |t must becone
clear to every cadet that the Arny believes a sound education is a
val uabl e cornerstone of a lifetinme career. Commpn agreenent on
obj ectives and neasures of effectiveness is a necessary first step.

More interaction with people outside the Acadeny, both mlitary and
academ c, is needed. All groups at the Acadeny nust pull together for
the good of the | argest nunber of cadets by making the best possible use
of the fine resources avail abl e.

Certain recommendati ons for no change are as significant as those for
change and shoul d not be overl ooked, for exanple, the recomrendations to
continue a predomnantly mlitary faculty, to eschew conventional majors
prograns, to keep a common core of about 30 subjects, and to postpone
the introduction of certain ethics instruction until such courses can be
nmor e thoroughly prepared.

Regardl ess of all other recommendations, the key to academ c
excel l ence is the excellence of the faculty and the student body. W
find great strength in both groups.
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B. Acadenm c Attitudes

The attitudes cadets have toward their studies in many ways refl ect
the larger problens of the institution. Cadets arrive at the Acadeny
wi shing for and expecting to find a good education, but certain
characteristics of the environnent undercut the academ c program In
the closely organi zed society that is West Point, such factors
synergistically assune greater inportance than they would in the |ess
structured environnment of the typical civilian university. The
particul ar nature of this society constitutes nmuch of West Point's
uni queness, but it also has the potential to magnify unhealthy attitudes
and has reinforced poor attitudes toward schol astic pursuits.

Most hi gh school seniors approach college idealistically, but many
find that the coll ege experience fails to match their ideals. In such
cases disillusionment may curb their academ c effort and achi evenent.
Thi s sequence is perhaps inevitable, yet sone 30 to 40 percent of al
cadets appear to handle the situation well and live up to their
potential. To cope with conpeting denmands for their time, however, the
remaining 60 to 70 percent, to sone degree like college students
everywhere, adapt and get by with |l ess than their best when faced with
unrel enting pressures, sone fromthe institution and some fromwthin
the body of cadets. Apparently no one becones particularly upset about
the situation. In fact, cadets in sone "cool -on-acadeni cs" conpani es
support such behavior. Tactical Oficers who allow such attitudes to
develop are at fault. Even the academ c departnents, where there shoul d
be particular concern about the situation, display a tendency to
acqui esce. In the words of one instructor, W seemto |ower the
standard of performance expected of cadets in academ c courses for
political reasons--too many cadets may fail our course, or if our
standards are too demandi ng, then cadets may not take el ective courses
in our departnent.

Al t hough cadets continue to view the acadenmic programas inportant to
their success at West Point and as Arny officers, the "system does not
seemto support that view It does not require uniformy high
performance, and it allows sone relatively unqualified cadets to pass
courses and graduate. Many cadets resol ve this obvious inconsistency by
adopting the attitude that although education per se has inportance,
studies at West Point are often irrelevant and nmerit only a superficial
appr oach.

Reports of the Ofice of Institutional Research at the Acadeny
concerning the performance of cadets prior to entering West Point give
cl ear evidence that entering students view education favorably and have
enj oyed
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prior academ c success. Over 90 percent of the O ass of 1978 had better
than a B average in high school, and the figures are higher for the

G ass of 1979. A mmjor factor influencing nost candi dates who enter
West Point is its good academ c reputation; nore than 90 percent of the
O ass of 1978, for exanple, cited this reason. After arriving at West
Poi nt, cadets continue to value a good education. |In a March 1977
sanpl e survey of all four classes, cadets rated academ c instruction

t he Honor Code, and relationships with classmates as the nost inportant
factors in their success at West Point. Anong factors inportant to
their long-termsuccess as regular Armmy officers, academ c instruction
was ranked third of 17 itens (the Honor Code and conpetition were rated
first and second).

On the sanme survey, cadets were asked to rank the priority they give
to several ways of spending their tine. Although these results are not
necessarily indicative of how cadets actually behave, study and
cl assroomactivities were rated first followed by athletics, mlitary
duties, leisure, and extracurricular activities.

Qobvi ously, cadets have a favorable attitude in general toward
instruction and education. How they view their academ c experiences at
West Point specifically is another question. Academ c disincentives
occur both outside and inside the academ c program The main
competitors with academ c activities for cadet tinme are mlitary duti es,
physi cal education, extracurricular activities, and leisure time. Wile
these activities are inportant to the overall devel opnment and wel | - bei ng
of cadets, their unintended negative effects on studies require
recognition and correction. Proper priorities nust be established.

In spite of the priorities cadets indicated in the surveys cited
above, mlitary and chain of conmand duties tend to divert tinme from
study, often because those non-academni c obligations present nore
i mredi ate requirenments. Cadets know that |late reports or unshined shoes
quickly result in denerits or other punishnment. By contrast, a failure
to study one particular lesson may incur little or no i nmediate penalty
and may be offset by later satisfactory work. Adm nistrative details
and passing information by slow, clunsy nethods waste tinme which m ght
be devoted to study. Exanples frominterviews include the cadet adjutant
who spends 3 to 4 hours in one evening obtaining the nanmes for a trip
section roster and the squad | eader who consunes precious tine going
fromroomto roomto announce information which should be posted on a
central bulletin board. Not only do these activities waste the
adjutant's and squad leader's tine but they also interrupt the studies
and concentration of the other cadets.

Physi cal education and athletics also crowd ahead of academ ¢ work at

times, partly because of the normative gradi ng systemused for physical
education and physical fitness tests. The cadets conpete
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agai nst classmates in a system whi ch guarantees that half of themwl|
score "bel ow average.” This system causes sonme cadets to spend time on
physi cal training beyond that required to neet a specified standard and
hence to have less tinme for study. Such strenuous activity also | eaves
sonme cadets too tired to gain fromclassroominstruction

Several other factors in the mlitary environment which affect cadet
attitudes about studies relate so closely to each other that they are
best discussed together. These are the Fourth O ass System the
Leadershi p Eval uati on System (LES), and the Conpany Tactical Oficer
The Fourth O ass System serves a good purpose in providing an initiation
and rite of passage fromcivilian to mlitary life. It creates a
di sci plined environnment, subjecting fourth classnen to pressure, forcing
themto establish priorities and to cooperate with others. The system
is also a socialization process in which upperclassnen inpress their
nornms on the plebes. Anong these may be certain counterproductive
behavi or such as being "cool on acadenmics.” Plebes may be taught that
to excel harns classmates who are not performng as well. Since grades
and order of merit are comon know edge, those doing well academ cally
stand out quickly. The tools for enforcing the nornms in a conpany lie
readily at hand. The Fourth Cl ass System can be used to indoctrinate the
new cadets, and the peer ratings of the Leadership Evaluation System are
avai |l able for the reinforcement of norns. O course, these sane
procedures can produce positive results; but they are subject to abuse,
and they accelerate the decline of conpany nornms when such decline
begins. The attitudes of Conpany Tactical Oficers toward academ c
efforts are extrenely inportant. Wthout the Tactical Oficer's
support, the academ c programw || al ways operate under an unnecessary
handi cap. The effect of the Tactical Oficers' attitudes toward
schol astic pursuits and our reconmendati ons for change are discussed in
Chapter VI, MIlitary Professional Devel opnment Program

The nyriad of well organized, well-led extracurricular activities and
attractive but sonetines overcrowded recreational and |leisure facilities

al so conpete for cadet tinme and can distract cadets from academc
pursuits. College students have sinmlar excuses to postpone studying,
but they operate in a less structured environnent than the Acadeny's.
The Acadeny system of privileges does little nore than entice cadets
fromtheir studies. Since it is deened a “privilege" to go to the
gymmasium to the novies, to officers' quarters, on trips, and on
weekend | eave, the logical conclusion is that remaining in the barracks
to study is deplorable. Another difference between cadets and coll ege
students is their perception of what happens if they do not study.
Students at col |l eges expect to fail or receive | ow grades, sanctions
which ultimately affect their enployability. Mst cadets know that
while it is difficult to nake an "A," it is even nore difficult to fail
and they know all will have the sane Arnmy rank initially regardl ess of
order of nerit standing. Cadets also view expul sion for acadenic
defi ci ency
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as a renote threat. For the past 10 cl asses, an average of only 4.1
percent of each class has been separated or turned back for academc
deficiency during its four years. Thus, the possibility of separation
does not significantly affect allocation of tinme. The Acadenic
Probation Systeminstituted this year may have relieved sone of the
pressure to pass cadets as indicated by the increased failure rate of
5.6 percent for AY 76-77.

Certain aspects of the curriculum pedagogy, and academ c
adm ni stration are also viewed negatively. Cadets believe that their
study efforts are fragnented anpbng too nany courses, and they desire
i ncreased academi c specialization in line with their own individua
aptitudes and interests. Although cadets may not be the best judges to
determi ne the content of the curriculum the factors nentioned may have
a negative effect on their attitudes. 1In a survey of 298 first and
second classnmen, 10 percent of the respondents clainmed they do not see
the rel evance of course material to their future careers in the Arny.
Cadets reiterated this conplaint during interviews. |In fact, many of
the courses mentioned by the respondents do have great rel evance to Arny
officers, but this has not been made sufficiently apparent to the
cadets. O her dissatisfactions nentioned were the frequency of grading
in some courses and periodic overl oads occurring when severa
exam nations are schedul ed and maj or papers are due within a short tine
span. On the same survey, over half of the respondents listed one or
nmore of their courses as offering know edge they could not retain beyond
test tine. Added witten comments indicated that cadets believe courses
are forced into this pattern of nenorize, be tested, then forget because
of the problens al ready nenti oned.

Even the gradi ng systeminsidiously underm nes acadeni c achi evenment. A
grade of 2.0 or above on the scale of Oto 3.0 is called "proficient,"
and everything belowis "deficient.”" A barely proficient grade is
perceived as acceptable and is viewed as a "C " grade would be at other
institutions. In nost courses and certainly in other institutions, a
2.1 semester average would receive a transcript letter grade of "D."

The differences between the 3.0 systemand the letter grades sinply add
to the confusion over what is academ cally acceptable. A nore
conventional letter grading systemis nowin the test stage prior to
final adoption.

The "goat syndrome" is a synthesis of all the negative attitudes on
academ c excellence. Probably the quintessential manifestation of the
"goat" cult occurs each June at graduation, when the |ast person in the
cl ass crosses the stage am d popping flashbulbs to receive a dollar from
each of his classmates and greater acclaimthan the top ten graduates.

If cadets were not continuously and publicly given their relative
standi ngs, there could be no particular reason to adopt the goat
attitude. When resectioning, some departnments seat cadets in the
cl assroom according to their academ c standing; thus, everyone knows who
ranks lowin the course. The current system of order of nerit rankings
for each
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course enphasi zes the position of each cadet relative to all others,
calling particular attention to those at the Iow end of the scales.

The "goat syndrome" may be unconsciously abetted in sonme cases by
ot her aspects of the institution's approach to studies. Each conpany
has both cadets and instructors designated as academ c representatives
for those doing poorly. Each academ c departnment makes additiona
instruction avail able for anyone who desires it. Sonme instructors even
have repute as "goat Ps" or professors, because they are good at
instructing the bottomsections. Such efforts are commendabl e exanpl es
of the individualized attention for students at the Acadeny as |ong as
they do not becone overused crutches.

We conclude that nunerous factors both internal and external to the
academ c programtend to interfere with the cadets' desire for a good
education. Mlitary, athletic, extracurricular, and leisure activities
ai d cadet devel opnent but are not always conducted in ways that
compl ement academ c objectives. Noting the strong cadet belief that
education is valuable and inportant, we are not particularly surprised
that cadets think something is wong. W believe that too nany cadets
try to elimnate the dissonance by retaining the ideal view of what an
educati on should be but dismss nuch of the academ c system at West
Point as lacking nerit or relevance to their future career. Curriculum
and pedagogi cal shortcom ngs have significance beyond their brief
description here and receive nore conplete treatnent later in this
chapter. To change attitudes and eventually to alter cadet behavior wll
be a long term process requiring nunmerous adjustnents and, above all, a
hi gh standard of academi c excellence set by the institution and demanded
of cadets.

C. Curricul um

1. Analysis of the Current Curriculum The dom nant characteristic
of the West Point curriculumis the conprehensive core of 40 required
courses. Academ c conservatismhas protected the Acadeny fromthe
curricular oscillations experienced in civilian colleges during the
1960' s Recent studies at Harvard, Princeton, MT, and other
di stingui shed institutions have firmy reestablished the principle of a
broad central core of studies for the undergraduate.

Cadets take six academ c courses each senester of the four years.
Cl asses neet five and one half days per week between early norning and
m d- afternoon. This schedul e, coupled with mandatory physical training
and mlitary instruction and suppl enmented by voluntary extracurricul ar
activities, all conducted in a mlitary environnent affected by a
perception that every class or drill or activity is equally inportant,
produces an unusual |y demandi ng wor kl oad. Conpetition for cadet time
and
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the necessity for cadets to set neticulous priorities breed a nentality,
apparently unconsciously abetted by some faculty and staff, in which
sonme cadets try to cope with overwhel m ng demands by doi ng just enough
to satisfy each, but no nore. Qur interviews with cadets, junior
faculty, and recent graduates repeat this theme. |In the April 1977
Institutional Functioning Inventory (IFl) (see Appendix Fl at |east half
of the cadets polled (out of a sanple of 298) designated at |east one
course which epitom zes this approach, which cadet slang calls "spec and

dump. "

The Study G oup found no conprehensive, coordinated, set of desired
| earni ng outcones or objectives for the individual departnental
of ferings making up the core curriculum Some departnents (notably
H story and Mat hematics) have set objectives which relate course
offerings to the requirenents of a mlitary career, but nost have not,
or when they have tried to establish objectives have nade them
unhel pful Iy vague. The uni queness of the West Point preprofessional
education--pointing toward a very specific career--makes it all the nore
i mportant that the core curriculum at |east, be guided by a unified and
coherent set of educational goals. As a first step in the process, the
Study Group presents its "Concept for the US MIlitary Acadeny," which
appears on page 3, Chapter |

Cadets repeatedly report their inability to perceive the rel ati onships
anong the parts of their education or the relevance of the curriculumto
their concept of mlitary service requirenents. Wile it can be argued
that their plight is inherent in their status as novices, interview
responses convinced us that the cadets have too many schedul ed demands
on themand too little time to put the results of their efforts into
| arge perspective. Mre than a quarter of the 298 cadets surveyed by
the Institutional Functioning Inventory cited "too many courses" as a
maj or flaw in the West Point academ ¢ program

W reviewed the curricula of five engineering institutions, eight
liberal arts colleges and universities, three mlitary colleges, and
three state universities. None currently require as many as the
Acadeny's 48 courses. The average graduation requirenent for these
institutions is 40 to 42 courses except in professional engineering
sequences, where the total is a fewnore. Even in colleges with ROTC
prograns whose cadets carry a sonmewhat greater academ ¢ and
extracurricular |oad than their non-ROIC peers, the total is stil
substantially smaller than Wst Point's.

Cadets nust complete 41 or 42 of the 48 courses in the structured core
curriculum leaving six or seven in which to pursue individua
interests. Although these el ective choices may focus within one of four
interdisciplinary areas of concentration (basic sciences and
mat hemati cs, applied sciences and engi neering, the humanities, or
national security and public affairs), a |ack of sequential or building
bl ock el ecti ves

67



and the existence of a fifth "general"” track nmean that many cadets never
take courses above the internediate level (i.e., typical of the first
senmester of junior year). For many cadets, their heavy | oad of
prescribed courses is especially onerous and uninteresting when such
courses (particularly those late in the curriculun) fall outside their
primary areas of interest or aptitude.

A related issue is the "survey" approach of sone required courses that
attenpt to cover an entire field or discipline in one or two senesters.
Zeal ous faculty menbers, recognizing that they have only a linmted
fraction of cadets' academ c attention and sincerely believing in the
i nportance of their subject, may try to do too nuch

The core curriculumincludes six senesters of mathematics, two of
engi neering science, two of electrical engineering, two of engineering,
and two each in physics and chemistry. Cadets electing basic or applied
sci ences surrender one elective and add anot her senester of engineering
sciences. Wile these are form dable requirenents, particularly for
cadets nore interested in the hunanities and social sciences, this
sequence is still not sufficient, without additional electives, to
prepare cadets for graduate study in engineering. At the sane tine, it
provi des nore engi neering education than required for the genera
compet ence in technol ogy needed by Arnmy officers. Therefore, reduction
in the mat hematics, science, and engi neering core sequence could be
acconpli shed in ways which would retain enphasis on the basic sciences
and still provide sufficient study of engineering. Furthernore, such a
reduction woul d be consistent with continuing enphasis on engi neering
for a substantial nunmber of cadets, provided there is a correspondi ng
increase in engineering electives. A recent survey shows that, given a
free choice of elective fields, 49 percent of the cadets respondi ng
preferred mat hemati cs, science, or engineering. This percentage would
be sufficient to nmeet current Arny needs for Acadeny graduates in
graduat e science prograns. |f necessary, any decline in engineering
concentration at the Acadeny could be conpensated by controlling the
areas of study allowed in the ROTC schol arshi p program

In reply to a Study Group inquiry, responses fromfield commanders at
t he division and service school |evel have hel ped to highlight
curricul ar shortcom ngs. These senior |eaders as well as subordinate
commanders and staff were asked to base their assessnments on the
performance of recent graduates. Qur survey results rated Acadeny
graduates as generally superior to other junior officers in such
gualities as strength of character, physical fitness, understanding the
role of the officer in the Arny, potential for advancenent, sense of
integrity, devotion to duty, and getting the job done. On the other
hand three areas of relative weakness were also reported: (1) seldom
are graduates good witers, (2) they do not relate well to enlisted
sol diers, and C3) they |ack confidence
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and skill in solving problens that have no set solutions. The Study
Goup tried to determ ne whether these deficiencies can be traced to the
Acadeny.

Weakness in witing is a well-recognized and nmuch-di scussed i nadequacy
of American education at all levels. The section on pedagogy contains
corrective neasures we recomend for adoption

The probl em whi ch young Acadeny graduates seemto have in their
deal i ngs with subordi nates emanates to sone extent frominsufficient
instruction in the behavioral sciences, but far nore inportantly, from
i nappropriate styles, nodels, and practices of |eadership to which
cadets are exposed in their relationships with Acadeny officers, in
their own chain of command, in the Fourth Cass System and in their
sumer military training program As a net effect of their Acadeny
experiences and their conparative isolation fromsociety, sone graduates
have becone accustonmed to harsh and insensitive patterns of | eadership.
The Mlitary and Professional Devel opnent Chapter addresses this
| eader shi p probl em

The third rel ati ve weakness which was identified in the survey of
commanders al so has roots in the Acadeny experience. Shortcomngs in
dealing with issues for which there are no clear "right" answers result
fromthe cadets having too few opportunities to study and sol ve probl ens
characterized by anmbiguity rather than certainty. Decision nmaking in
conbat deals nost often in uncertainty. The nost successful wartinme
| eaders have been trained to sort nmeager, often conflicting data, to
devel op a workabl e sol uti on when none is perfect, and then to execute
the plan well. The survey responses fromthe field appear to be saying
that the curriculum does not adequately prepare cadets for such
situations.

The 1976 honor investigations and the Bornman Conmi ssion's report
under scored the inadequacy of instruction in ethics. A senester course
in philosophy taught in the First O ass year constitutes the sole forma
cl assroom approach to the presentation of ethical systens in the core
curriculum Although this course has been part of the core curricul um
for eight years, it has never been taught by instructors trained in
phil osophy. Rather the instruction is given by faculty nmenbers whose
graduate schooling is in literature. Qur sanmpling of the classes of
1977 and 1978 suggests that a substantial number of cadets respond
negatively to this course. Mdreover, placing this course in the | ast
year misses the opportunity for an earlier introduction to the
phi | osophi cal basis for professional ethics.

The Study G oup observed another problemin the placing of courses in
the curriculum W©Mathematics and an engi neeri ng fundanental s
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course dom nate Fourth O ass year. They conprise 50 percent of the
schedul e and pl ace an unbal anced | oad on entering cadets whose
preparation for such concentrated study of mathematics varies w dely.
New cadets who are weak in mathematics are at a significant

di sadvant age. Cadets whose interests and talents |lie outside the

nat ural and applied sci ences nmust postpone study of their preferred
subj ects.

Havi ng di scussed the di nensions and content of the curriculum we now
address the question of options for specialization within a program
aimed primarily at general studies. 1In contrast to the pattern of
col |l eges offering "majors,"” the Acadeny has few advanced | evel requires
or elective courses. Wth a core of general studies taking up 42 of the
49 courses in the curriculum the remaining 6 courses, predom nately
located in the First Class year, are too few to permt study beyond the
internmedi ate coll ege | evel for nost cadets. The Study G oup found, in
addi tion, that the undemandi ng popul ar el ectives offered do not provide
rigorous advanced work. G ven the heavy workl oad of required courses,
many cadets shy away from el ecti ves prom sing even nore work. The Study
G oup believes that sone cadets woul d benefit greatly froma better.
structuring of elective fields of concentration. As matters now stand,
we believe few cadets experience the intellectual satisfaction that
comes from achieving a real sense of mastery over a parcel of know edge.

Too often, Acadeny adm nistrative procedures seemto give little
encour agenent to effective planning of progranms of study. By and | arge,
cadets may choose electives free of any restraints. Good academ c
advi ce can discourage dilletantism but it is not always available to
cadets. Selection of elective courses and a field of concentration
normal Iy does not occur until Second C ass year. Four of the six
el ectives are available only in First O ass year, a fact which mnimnzes
the possibility of electing sequential or building block courses.
Finally we note that attenpts by cadets to schedule a rigorous First
O ass year obviously conflict in many ways with the heavy demands of
| eadership positions in the cadet chain of command.

Interviews with 150 cadets and questionnaires adnm nistered by the
Study Goup indicate significant cadet pressure for nore academ c
speci alization. Wile sone cadets favor the current rati o between core
courses and electives, twice as many indicate a desire for greater
concentrati on.

In summary, the research of the Study G oup including the advice of
menbers of the mlitary, the input of field commanders, the sanpling of
cadets and graduates by interview and questionnaire, and civilian
consul tants has shown several areas for potential inprovenent of the
curricul um
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Authorities at the MIlitary Acadeny have not been unm ndful of the
need for self-exam nation and curriculumreform |In the past twenty
years, several studies of the curriculum have been nade, both by
internal and external groups. As a result, the curriculum has evol ved
deliberately and carefully but, in the m nds of sone observers, too
slowy. The |atest analysis was nade by a curricular study group
appointed in January 1976 and charged wi th conducting a conprehensive
study of the academ c program and curricul um and reconmendi ng
"nodi ficati ons and changes consi dered necessary to strengthen and
i nprove the quality and appropriateness of the programand curricul um
within the continuumof the United States Regular Arny officer."

The Acadeny's Curricular Study Goup identified nmany of the problem
areas whi ch have been exam ned by our Study G oup. The Acadeny's so
called Initiative No. 3 addressed these problemareas but sinply did not
go far enough in our judgnent.

2. Suggestions for curricula change. The central idea of the
curriculum has been its enphasis on a broad general education intended
to provide a sound foundation for the w de range of experiences
encountered by the professional Arny officer. Since the precise future
needs of the service can never be conpletely defined, the curricul um has
been designed to provide an acadeni c base which woul d support a variety
of future requirenents. The education stresses the basic and applied
sci ences, the humanities, and the social sciences. The Study G oup
reconmends no change in this basic approach. The steps necessary for
i nprovenent are those which reduce its size, increase the nunber of
el ecti ves taken and provide nore structure in elective fields.

O the 15 curricul um proposal s considered by the Study G oup, the vast
majority favored a structured general education approach centering on a
broadly based core curriculum Typically, these proposals contained
roughly thirty courses out of a total academ c program of roughly 40
courses and ranged froma |low of 26 required courses to a high of 34.

The majority retained an introduction to engi neering and technol ogy in
the core curriculum The consensus that energed is outlined bel ow

The Core curriculumnnust provide early grounding in witten and oral
communi cation and in logic. Throughout the four years, cadet witing
shoul d be evaluated in every course not only for content but also for
form This effort calls for establishing an integrating agency,
crossing departnental lines, setting direction, nonitoring progress, and
coordinating all activities that bear on the capability of cadets to
write and speak effectively. Mreover, the frequency of short (3-5
pages) witing requirenents should be increased in the core courses,

i ncluding courses in science and engi neering.
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- The academ ¢ experience should establish the theoretical foundations
of the future Arny officer's ability to direct the efforts of people.
Needed instruction in the behavioral sciences and mlitary |eadership
shoul d be coordinated with those sutmmer military training experiences
whi ch constitute direct applications of the theoretical materi al

- The core curriculumshould include a progressive sequence in
mat hermati cs of roughly four senesters which covers differential and
integral calculus, differential equations, statistics, and probability.
Thi s sequence should begin in the first senmester of Fourth O ass year to
ensure the appropriate foundation for course work in the natural and
appl i ed sciences, econom cs and ot her social sciences, and behavi oral
sci ence.

- There should be sufficient study of the physical and natura
sciences to establish understanding of the physical world, scientific
t hi nki ng, and experinental methods. This study should include a physics
sequence |l eading to a senester of electronics and an introduction to
chem stry or nodern physics. At | east one major experinmental |aboratory
proj ect should be mandatory. The applied science sequence shoul d be
oriented toward decision maki ng and shoul d provi de experience in and
techni cal know edge of probl ens which do not have uni que solutions. The
first course in the engineering sequence, preferably taught during
Fourth C ass year, should be an engi neering fundanental s course focusing
on engi neering nmethods and an introduction to the use of the conputer.
The course in engineering graphics should be dropped. Approximately 12
or 13 courses should nmake up the four-year sequence in mathematics,
sci ence, and engi neeri ng.

- In the area of the humanities and the social sciences, we considered
proposal s covering a w de range of specific course designs. The Study
G oup recommends sequences in rhetoric and literature, mlitary and
nodern history, econom cs, governnent, international relations, and | aw
with roughly eight to ten courses in these subjects.

- W believe that fewer than four terns of a foreign | anguage is
unproductive and therefore unwise. W note that |anguage skills decay
rapidly but also that about one fifth of the cadets take at |east one
el ecti ve beyond the required sequence. Mst cadets conpleting the core
sequence achieve a "level 2" capability on the Defense Language
Proficiency Test, which, incidentally, should be reinstituted in al
| anguage cour ses.

- The Study Group concludes that the current |anguage programwth its
strong and successful elective offerings is sound. Most cadets
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shoul d study foreign | anguages in the core curriculum every effort
shoul d be made to ensure that cadets study a | anguage in which they have
some experience; and no cadet should be required to take Russian,

Chi nese, Portuguese, or Arabic unless that language is his or her first
choice. W also commend | anguage validation procedures and accel erated

prograns.

- A sound phil osophical basis for ethical standards should be
provi ded. The m ni mum required courses should include phil osophy and
ethics, general psychol ogy, constitutional and mlitary |aw, | eadership,
and a semnar in Anerican Institutions. Philosophy instruction should
occur early in the core curriculum but appropriate faculty will have to
be found. Supporting electives should be available. The work of the
Acadeny's Committee on Instruction in Ethics and Professionalism shoul d
be expanded in scope and expert advice obtai ned on approaches to
education in this difficult area. Ethical issues of interest to Arny
of ficers and cadets shoul d be di scussed wherever appropriate throughout
the curriculum and shoul d be enphasized in sumer training. The entire
staff and faculty nmust be alert to their roles in shaping the behavior
of the cadets. They would also benefit fromactive participation in
col l oqui a and synposia on this subject. The Study G oup recogni zes that
the entire program cannot be instituted i mMmediately. Conpetent
instructors are essential, and a premature effort could do nore harm
t han good.

- If the higher figures for the nunber of core courses required in
each area as di scussed above were used, the total would exceed 30 and
t he nunber of electives would fall below 10 for a curriculumof 40
courses. The Study G oup recomrends a structured el ective program which
permts cadets to develop depth in their chosen areas of interest. Such
a programwould follow a carefully designed sequence that builds upon
core courses and progresses to a senior |evel of content. Core courses
shoul d be presented in different versions for concentrators in different
fields. Eight electives are required for concentration in an
interdisciplinary area, but 10 woul d be preferable. The desire for
breadth in the core curriculumnust be wei ghed agai nst the need for
adequat e specialization in the elective program The Study G oup hoped
to recommend no nore than 30 core courses, but the 32 suggested bel ow
still permt an acceptable elective program

- The Study Group has not addressed the issue of the nost appropriate
nunber of tracking alternatives in great depth. However, in a curriculum
structured on a board-based core there should be some freedomin
sel ecting areas of concentration and sub-specialties. W do not
reconmend the option of general studies with its unrestricted elective
choice. Such a program does not neet the objective of ensuring
speci alization for all cadets.
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Model Standard Curriculum (A Notional Exanple)
First 2d Sem| Engi neering Aneri can Mlitary El ective El ective
d ass Institution Law
(Seni or) 15t s
Sem Engi neeri ng El ective Intro to El ective El ective
Law
Second 2d Sem| Engineering | Leadership Mlitary I nternat. El ective
d ass Sci ence & H story Rel ati ons
(Juni or) 15t G oup Psych
Sem El ectronics | Literature Mlitary Intro to El ective
H story Poli Sci.
Third 2d Sem| Statistics El ective Fgn Lang Economi cs Mbd Physi cs
d ass O Chenmistry
( Sophorno 1st Differentia | Phil osophy Fgn Lang Moder n Physics 11
re) Sem | Equati ons Hi story
Fourth 2d Sem| Calculus Il | Conposition Fgn Lang | Psychol og Physi cs |
d ass & Rhetoric y
(Freshnma 1t Cal culus 1 Conposi tion Fgn Lang Qult & Intro to
n Sem & Rhetoric Pol i Syst &
Geogr aph. conput ers
NOTE: Course titles shown above do not inply equal course credit

wei ghts or period requirenents.

| anguage | aboratories may be added.
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Each sequence of courses was devel oped separately by asking the
guesti on--what know edge is needed to achi eve understandi ng of the main
concepts of a discipline. This curriculumnecessitated severa
conprom ses, one of which was accepting 32 core courses. The Study
Goup offers it as a nodel which synthesizes the needs of the Arny, the
current generation of cadets, and the principles of a sound educati on.
Thi s suggestion includes 12 courses in math/ science/engineering (37.5
percent), 12 courses in the social and behavioral sciences (37.5
percent), and eight in the humanities (25 percent) for a total of 32
core courses.

Certain design ideas deserve nmention. The two human dynam cs courses,
psychol ogy and | eadership, are placed in Fourth and Second C ass years
respectively, to take advantage of the proposed sumrer military training
(Drill Cadet and Cadet Troop Leader Training and upper class duties)
that could follow. The American Institutions course should be the
cul m nati on of the ethics, human dynam cs, and | eadership sequence. The
engi neeri ng sequence proposed above departs considerably from previous
practice. Not all cadets concentrate in an engineering field, but all
must | earn the engi neering approach to probl em sol ving and anal ysi s.
Cadets would be required to select one of the several sequences--perhaps
systens, electronic, nmechanical, or civil--and to foll ow one of these
fromtheory to practical application. An inportant consideration of
this curriculumnodel is the placenent of an elective in the Third C ass
year. This construction has several advantages. It introduces choice
earlier in the program It permts an earlier start on concentration
and provides five senmesters to structure it, rather than four.
Alternatively, it permits cadets in academc difficulty to schedule a
renmedi al course during termtinme as well as in the sumer so that
di sruptions of course sequences can be repaired w thout najor delay.

Qur proposal presupposes an eight-course el ective sequence in general
areas of concentration--basic science and mat hematics, applied science
and engi neering, the social and behavioral sciences, or the humanities-
selected at md-point of the Third Cass year with the gui dance of a
trained advisor. Two graphic exanples of concentration tracks--intended
only for illustration--appear at pages 94-95. While our nodel shows
ei ght electives as the desired | evel of individual choice, the reduction
of the overall programto 40 courses offers considerably greater
flexibility for capable cadets to go beyond the m ni num graduati on
requi rement by overloading. A maxinmum overl oad of one additional course
per senester woul d double elective options. A variant of our nodel is
al so worthy of consideration, It would replace the fixed scheduling of
courses over the four years with a variable and fl exi bl e sequence for
perhaps half of the core program The mathematics and witing sequences
should remain firmsince they are essential to later work. The basic
sci ence sequence should also begin in the Fourth d ass
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year. Foreign | anguage instruction, on the other hand, could be
schedul ed flexibly. Cadets with strong aptitude and interest in

| anguage and who desire to progress through electives could begin their
study early. Cadets with other educational preferences or who visualize
the possibility of an overseas assignnment soon after graduation m ght
want to conplete the requirenent in the two upperclass years. Simlar
consi derations obtain in scheduling the applied science/engineering
sequence.

The scheduling problens are obvious. In addition, nore flexibility
calls for nmore informati on on which to base choices and nore advice by
experienced faculty. W believe, however, that this can be done.

One alternative curricul um which received serious attention was
desi gned using a system engi neering approach. It included severa
suggestions for multi-course sequences. Certain of its design
princi ples deserve serious future consideration. One sequence of
courses was particularly relevant to a mlitary career. It was conmposed
of courses in nunerical techniques and nodeling to include operationa
anal ysis and sinmulations of small and large unit actions. W recommend
that the Acadeny devel op such a sequence as an el ective choice on a test
basis and that such innovations in mlitary education be evaluated in
future curriculum planning efforts.

We believe that the nodel curriculum of all the proposals considered,
nost nearly reaches the objectives defined. W offer it with the
i ntention of being suggestive rather than prescriptive. The variety of
coordi nati on and schedul i ng consi derations involved in such change were
not addressed. Course titles do not inply equal tine allotnents or
enphasis. Mathematics courses, for exanple, mght have added problem
solving sessions. Only the Acadeny is in a position to determ ne the
detailed formof such a curricul um

D. Li brary

The Acadeny's library is an attractive facility well situated at the
center of the canpus. 1In general, the library is a place conducive to
study and work. The staff is well qualified and has a strong desire to
serve the Acadeny.

The concern of the Study Group is that the library is not being used
as well as it mght by faculty or students. |If one accepts the prem se
that cadet use of the library is proportional to that of the faculty,
then it is inportant to increase faculty use of and interest in the
library. Faculty use of the main library is hindered by the
departmental libraries because their availability discourages
instructors frombeconming famliar with the nore conprehensive main
library holdings. On the other hand, these decentralized coll ections
make sense because they are immedi ately available to instructors and
reduce congestion in the
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main library. Faculty use of the main library may be increnentally
reduced by the practice in sone departnents of issuing instructors snal
coll ections of books to support their instruction. This practice also
di scourages instructor interest in the main library.

Cadets' use of the library is simlarly less than optimal. Their use
varies from al nost none at all during many periods to tremendous peak
| oadi ng i medi ately before najor papers are due in core courses. The
lack of a long-term|loan policy may contribute to the congestion during
peak periods. A related difficulty is that |arge nunbers of cadets
frequently all have the sane assignment at the sane tinme. Better
coordi nat ed scheduling and nore diversified reading and witing
assignments would help to ease this situation.

Formal faculty involvenent in the running of the library occurs
t hrough the mechani sns of the Acadenmic Board, the Library Conmttee, and
departnental representatives. The Academ ¢ Board becomnes involved in
maj or questions of policy, but the Librarian does not sit on this Board.
The assignment of a library officer within each departnent as is
currently the practice facilitates fiscal control and nonitoring of the
coll ection, but the programwould be strengthened if the library
designated a staff nmenmber for liaison with each departnent. The library
assi stants so designated mght attend departnental neetings and
otherwi se attain greater involvenent with the departments served.

Finally, the library does not have a conprehensive plan to ensure that
a decade hence it will be the kind of library that will best serve the
Acadery. The inpact of technology on libraries is increasingly great,
and unl ess plans are nmade to capitalize on these trends, the Acadeny
will be |eft behind.

E. Facul ty

The faculty authorized for the United States MIlitary Acadeny in
Academ ¢ Year 1976-77 consists of 540 US officers, three foreign
officers, six uniformed civil service teachers, one foreign service
officer, and two visiting professors. The US officers fall into three
categories. Twenty hold the statutory rank of Professor as Presidentia
appoi ntees; they can, with the approval of the Secretary of the Arny,
remain until age 64. Thirty-five serve as associ ate professors and have
tenure until thirty years service. The renainder are instructors
serving three or four year teaching tours.

The Study G oup unequivocally supports the practice of drawi ng the
bul k of the West Point faculty fromthe comm ssioned ranks. The
dedi cati on,
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ent husiasm and maturity of these officers conprise an irrepl aceable
conponent of the West Point experience. The faculty has traditionally
recei ved high marks from observers such as the Kappel Board in 1972,
visiting civilian professors, the General Accounting Ofice, the Mddle
States Accreditation Commttee, and nunmerous Boards of Visitors. While
concurring in those conplinmentary views, the Study G oup recognizes sone
areas of possible inprovenent.

The very conposition of West Point's faculty inposes certain limts
upon the depth of academ ¢ background the instructors bring to the
classroom Wiile this limtation constitutes part of the price paid to
conti nue the valuable policy of staffing the faculty with conm ssi oned
officers, the Study G oup believes that sone internal and external
alterations will measurably increase the acadenmi c expertise available to
t he cadets.

Currently, adm nistrative duties overburden the professors and hi nder
themfromeffectively discharging other responsibilities. True, the
seni or professors must provide institutional governance and manage the
Acadeny's acadenmic affairs. But they also bear, to a large extent, the
responsibility for the institution's academ c stature. They shoul d,
therefore, engage in research and scholarly activities. Additionally,
they should remain current in know edge of the Arny and naintain
contacts both with cadets and faculty through teaching courses, elective
and core, and by managing their respective departnents. To do these
tasks well requires a judicious balancing of priorities. Presently the
prof essors devote the largest portion of their tine to institutiona
governance and administrative managenent and thus dimnish the val ue of
their experience and background in other areas. The heads of
departments, for instance, each sit on an average of 10 committees.
During the academ c portion of 1975 two of these committees upon which
every head of departnment sits net 35 tines, and during the acaden c
portion of 1976 they met 58 tines.

The Study G oup believes that the anmount and type of certain
adm ni strative details which occupy the tine of the professors are
i nproper and may, in many cases, be nore profitably del egated. The
Academ ¢ Board, for exanple, frequently considers hundreds of individual
cases of adm ssion and deficiency. Wile sonme few cases undoubtedly
warrant the attention of the Academ c Board, nost probably can be
handl ed by a subordi nate agency. |In the April 1977 Institutiona
Functioning Inventory adm nistered to the West Point Faculty, 61 percent
of those responding indicated that the non-tenured faculty should share
nore of the admnistrative duties. The Study Goup fully supports the
steps being taken by the Acadeny to shift some of the adm nistrative
duties fromprofessors to other nenbers of the faculty. A further
di scussion of the adm nistrative duties appears in the governance
chapter of this report.
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A second point concerns the issue of change. The Study G oup
concl udes that the professors occasionally del ay unnecessarily changes
within the departnents and the Acadeny. W fully recognize the benefits
of the stability provided by the professors. W also realize
revolutionary institutional change is frequently undesirabl e and
evol uti onary change is usually healthy. But changes within the current
structure of the Acadenmy have been too deliberate in the recent past.
Departnental reorgani zati ons, for exanple, have frequently awaited a
specific retirenent. Curriculumrevisions have been approved only after
exceptionally | ong periods of consideration.

The Study Group recommends that the Acadeny consider rotating the
position of departnent head of academ c departnments anong the tenured
faculty in each departnment at four- to seven-year intervals. W do not
view a hierarchical system of nanagenent as necessary in an academ c
departnment. The Acadeny does have a | arge nunber of three-year
instructors, a situation which suggests nore control by the tenured
faculty than would be required in a civilian institution; but this
control could be exercised by the tenured faculty of a departnent as a
group rather than by one departnent head at the top. Pr of essors shoul d
conti nue to exercise guidance concerning course content and pedagogi ca
techniques within their respective departnents, drawing on their
experi ence and knowl edge. By allowing a different officer to assune the
duties of departnent head approximately every five years, fresh ideas
woul d be introduced into the governance structures of the departnents
and the Acadeny. Changi ng departmnment heads would also result in a
sharing of adm nistrative duties and would all ow greater attention to be
pl aced on schol astic matters, thus inproving acaden c excell ence across
the institution.

Unli ke the professors, the associate professors have too small a share
of the institutional governance and acadenm ¢ managenent. The Associ ate
Prof essors Council as such has no vote in curricul umand governance
i ssues nor do the associates as individuals. The Study G oup believes
that granting the associate professors a larger role will have the twn
benefits of bringing a wi der perspective to academ c and institutional
guestions and |ightening the | oad borne by the professors. Sone of the
adm nistrative duties currently discharged by the associ ate professors
shoul d be passed on to nenbers of the non-tenured faculty.

The sel ection process for tenured faculty rnust incorporate an inproved
system of checks and bal ances. A possible method woul d include an
internal screening conmittee to review prospective candi dates, narrow ng
the field. Follow ng the screening conmttee's selection, the vitae of
t he candi dates should be further reviewed by a commttee consisting of
all full professors and, separately, by the Dean
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The three agencies (the Dean, screening commttee, and full professor
commttee) would then rank the three candi dates, any two votes for one
candi date outwei ghing the third. When at |east a two-vote consensus is
reached, the nane of the selected candi date woul d be then forwarded to
the Superintendent. |In addition to the internal screening by the three
agenci es descri bed above, an ad hoc visiting conmttee of the
Superintendent's Advisory Conmm ttee recommended in the governance
chapter of this report should also sit as a review agency prior to any
final decision on a candidate by the Superintendent.

In the judgment of the Study G oup, the Acadeny's non-tenured
i nstructors possess adequate qualifications but would benefit from
i ncreased study. The typical instructor arrives with a naster's degree
earned in a two-year program CQccasionally, an instructor has a PhD
but such officers are rare. The Study G oup recomends all ow ng some
officers to continue their studies to the dissertation phase of the
doctoral program Approving a limted nunber of four-year tours would
provide still another means of increasing faculty expertise. Departmnent
of the Arny must ensure that the Mlitary Personnel Center understands
t he value of such extensions and takes all reasonable steps necessary to
al | ow approval of the extension w thout damagi ng the officer's career.

A second tactic is repetitive assignnments for good instructors who
have al so had an intervening tour using their graduate degree. Such
i ndi vi dual s woul d have the additional benefit of being able to relate
their specific discipline to the Arny. The Study G oup reconmends t hat
the Mlitary Personnel Center, Departnment of Army, Materiel Devel opnent
and Readi ness Command, and the Acadeny establish a programfor
| aboratory managers or project managers to serve alternating and
multiple tours in Materiel Devel opment and Readi ness Command and at West
Point. A simlar programshould be established for officers in the
Foreign Area Oficer programwhose educati on and experience qualify them
as instructors. Third, the Acadeny should consider granting a limted
nunber of exceptional junior instructors a formof limted tenure,
allowing themto remain at West Point until their twentieth year of
service. Only a few such appoi ntnments shoul d be made in any departnent.
Dependi ng upon the anmount of tine remaining in the service at the tine
tenure is granted, they mght return to graduate school either full or
part tinme. Finally, the Acadeny must ensure that its instructors attend
only first-rate schools. Only by such attendance can the Acadeny
guarantee that its prospective instructors will derive maxi num benefit
fromtheir graduate schooling. The Study G oup supports the Acadeny in
opposi ng the policy of assigning an officer as an instructor solely on
the strength of holding a master's degree in a particul ar discipline.
Such officers
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may not be the best qualified, and their degree may be from an

undi sti ngui shed or inappropriate school. Also a period of years may
have el apsed between the graduate study and the teaching tour.

I ndi vidual qualification and teaching potential should detern ne

i nstructor assignnents, not merely the possession of an advanced degr ee.

The Study Group notes that in a few cases once instructors do arrive
at the Acadeny, they do not teach courses for which they were educated.
This situation sonetines occurs because not all courses can be offered
simul taneously. In other cases, instructors regularly find thensel ves
teachi ng courses for which they are not properly prepared. The Ofice
of Mlitary Leadership has suffered froman insufficient nunber of
instructors qualified in psychology. 1In the English departnent the vast
majority of the instructors do their graduate work in literature, yet
the department's curriculum al so enbraces the disciplines of philosophy
and rhetoric. The Study Goup believes that the departnent would
significantly benefit by schooling an appropriate nunber of its
instructors in these disciplines. As another nethod of increasing
faculty quality, the Study G oup reconmends an expansion of the visiting
prof essor programuntil the total civilian representation is about 5
percent of the faculty. 1In view of the recent addition of wonen to the
Corps, we recommend this program be used as a source for the early
addition of wonmen to the faculty. Assignnment of visiting professors
shoul d be based on the need of the discipline rather than equity in al
departments. English, history, and chem stry skills, for exanple, are
difficult to find in the active Arny. Likew se, sone subjects require
greater experience than others to handl e successfully. It is inportant
that the Acadeny offer visiting professors appointnents in grade |evels
commensurate with those held in their civilian institutions. Finally,

t he Acadeny and the Departnent of the Arny shoul d establish one- to two-
year appointnents for outstandi ng Arny and Def ense Departnent Career
Cvilians working, for exanple, in Departnent of the Arny Materiel

Devel opment and Readi ness Command | aboratori es.

The Study G oup has noted certain instructor attitudes which, if
nmodi fied, could yield considerabl e pedagogi cal dividends. One attitude,
addressed in greater detail elsewhere in the report, involves the
unsupportive attitude held by sone nenbers of academ c departnents
toward the nenbers of the Departnment of Tactics. To a |large degree the
menbers of the Department of Tactics reciprocate, and the situation
results in many cadets divorcing academ ¢ achi evenent from prof essi onal
success and pl ayi ng one group agai nst the other, blam ng academ c
deficiencies on the mlitary system and attributing |eadership failures
and disciplinary problens to the academ c |oad. The Acadeny shoul d
consi der sel ecting one pernmanent associ ate professor per year to serve
as a reginental tactical officer which would help alleviate this
problem Al so, about six officers per year should be selected to serve
split four-year tours, two as a tactical officer and two as an
instructor or vice versa.
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A second attitude of concern to the Study G oup appears in the belief
anong instructors and assistant professors that their tour at Wst Point

does not enhance their careers. Not only does this perception affect
the notivation of instructors, but, should it becane w despread, soon
the best officers would avoid tours at the Acadeny. A puzzling aspect
of this problemis that the facts of pronotion rates and school and
command sel ection show clearly that such tours are career enhancing
Mlitary Personnel Center and the Acadeny nmust do a better job of
bringing such information to the attention of past, present, and
prospective instructors. Assignnment officers nust know the facts as
should the officers stationed at West Point and the Oficer Corps in
general . Acadeny assignnents should be integrated with career
specialties. The timng of assignnent to the Acadeny nust be carefully
pl anned as must the nature of the tour immediately after |eaving West
Point. The various departments nmust encourage their officers to take
advant age of opportunities which will help develop their overal

careers. Appropriate instruction and information should be provided to
boards involved in personnel decisions.

It is desirable for the junior faculty to feel free to seek advice
fromothers with deeper understanding and broader experience.
Theoretically, the associate professors and professors fulfill this
role. In practice, however, sone instructors indicated in interviews
that they do not feel the permanent faculty is accessible to than
Regardl ess of the degree to which the faculty sees itself as accessible
to the junior faculty, if the instructors do not sense such an openness,
little comunication will take place. New effort is required. W see a
role for an organi zational effectiveness expert here.

Finally, the Study G oup applauds the progress made towards a nore
representative bal ance of instructors between Acadeny graduates and
graduates fromother institutions but feels that nore progress is called
for in this area. G aduates of the Acadeny presently make up
approxi mately 60 percent of the faculty assigned for three-year teaching
tours, a sharp reduction fromthe 70 percent conmmon before AY 74-75.

Al t hough academ c departnments attenpt to add officers whose
under gr aduat e degrees are fromcol |l eges other than West Point, the
Acadeny does not have a faculty with as great an undergraduate diversity
as could and should be obtained. The MIlitary Personnel Center nust
assist in this effort.

F. Pedagogy

The positive aspects of the Thayer System have been prai sed over the
years. The system demands regul ar preparation and accustons cadets to
wor ki ng under stress by requiring themto think on their feet and to
express thensel ves before peers and instructors. It teaches than to
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establish priorities and neet deadlines. Small sections facilitate
interaction anong instructors and cadets. Sectioning by ability permts
the introduction of advanced material in the upper sections and
concentration on fundanentals in the | ower sections, thereby adjusting
the learning experience to the ability of the group. The 3.0 daily
gradi ng schene has sone features of a criterion-referenced systemin
that the instructor determ nes whether the cadet has mastered the | esson
for that day and declares himproficient or deficient. The systemthus
rewards success and punishes failure regularly.

The chal l enge the Acadeny faces is to retain the desirable features of
t he Thayer heritage while inplenenting progressive change. The Study
G oup observed many outstanding classes in the course of its work. Wth
the ai mof achieving an even better educational program the conments
that follow point to the problens that we found.

The Study G oup identified five general areas for inprovement. Two of
these--cadet witing ability and facility in the use of mathematics-
pertain to cadet performance. The other three--acadenic
prof essi onalism curricul ar coherence, and instructional nethods--
related to institutional practices.

Most senior field commanders surveyed by the Study G oup declare that
graduates are woefully poor witers. West Point graduates do not stand
al one. Poor witing is a national nmlaise, and officers from other
coll eges suffer equally. But there are steps the Acadeny can take to
i nprove witing skills. Contributing to the deficiency at the Acadeny
are di sagreenments about the purpose of cadet witing, inconsistent
standards for content and style, a lack of coordination of witten
requirenments, and nost inportantly, a lack of frequent, short,

t horoughly evaluated witten work.

The question of purpose is conplicated. The English Departnent
teaches argunmentative witing--a |ogical defense of a restricted thesis.
O her departments prefer a narrative or expository style which may or
may not support a specific thesis. O course, no single approach to
witing is "right" or "wong," but cadets becone confused when
departments seemto be at | oggerheads. Mst departnents do not grade
cadet writing on granmar, spelling, diction, or style; they concentrate
on content. Yet every faculty nmenber knows that witing inproves only
through critical evaluation of both formand content. The Acadeny
shoul d establish an interdepartnental conmmttee on witing to address
these problens and to coordinate a programof progressive instruction in
writing throughout the four years. Wthout coordination, there has been
i nconsi stency in standards, form evaluation, and frequency of work.

The Study Group recogni zes the conplexity of this problemand realizes
that a new commttee will not solve it easily. But a start should be
made.
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Simlar deficiencies exist with respect to mathematics. Again, no
i nterdepartnental commttee bears responsibility for assessing cadet
performance and coordi nating the teaching of mathematics or its
application in other courses. The Report of the MIlitary Applications
Committee Correlation Study, 1975-76, our interviews with instructors,
and our personal observations all lead to the conclusion that many
cadets in the mddle and | ower sections have significant difficulty with
mat hematics. Their situation results fromdeficiencies in their
preparation at entrance, their poor attitudes toward studies,
deficiencies in Acadeny instruction, and perhaps nost inportant,
ineffective reinforcenment in other disciplines. The Study G oup
concl udes that the Acadeny shoul d nount vigorous efforts toward
i mproving mat hematical skills anong cadets. In addition, we wish to cal
attention to three major areas of institutional practices which need
st rengt heni ng.

The Study G oup finds that academ c professionalismthroughout the
Acadeny faculty and staff requires reenphasis. Every consultant who
visited classes reported isolated cases of instructional error or laxity
which amount to little in a single case but cunul atively have the effect
of vitiating the acadenm c experience and in sone cases leading to
fundanent al m sunderstandi ngs. For exanple, they saw instructors who
made errors in granmmar and in mathematical calculations. It hardly
needs to be said that carel essness and i naccuracy can be | earned nore
easily than the habits of scrupul ousness and precision. The faculty
shoul d take pains to set the right exanple.

A di scussion of cadet attitudes toward studi es appears el sewhere, but
we mention the subject here because pedagogy influences these attitudes.
In any particular course, its denonstrated rel evance to other courses
and to the Arny will greatly affect the interest and ent husi asm of
cadets. In general, instructors do not clearly relate their courses to
work the cadets are doing in other courses. Nor are cadets regularly
hel d accountable for material previously presented or required to use
techni ques and skills learned earlier. The |lack of such |inkages and
sequences frustrates the desire of nbst cadets to understand the ways in
whi ch know edge is unified.

Engi neering courses taught at the upper |evel needl essly devote
substantial reviewtine to material thoroughly covered in earlier
cal cul us courses. The thernodynam cs course enphasi zes such narrow
areas as use of steamtables but omts inportant |inkages with earlier
courses on statistics and probability. The conputer science course
stresses Fortran programm ng wthout placing sufficient enphasis on a
broad range of other conputer applications which would be useful |ater
in the curriculumand in an Arny career heavily dependent upon the use
of conputers. The core econom cs course nmakes little use of cal culus and
stati stics.
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It would be possible to coordinate instruction in the core curriculumso
that cadets would learn a particular technique or principle then
pronptly use it in related disciplines. The Study G oup recogni zes the
difficulties associated with structuring courses in this way, but we
note that few institutions would even have the Acadeny's admnistrative
capacity to manage the coordination. The Acadeny could do it and
shoul d, we believe, to enhance the npotivation of cadets.

Cadets are especially interested in the rel evance of their Acadeny
education to their future careers as regular Army officers.
Accordingly, cadets should | earn why and how as military professionals
they will use their understanding of the physical world as well as their
know edge of culture, politics, econonics, history, and human behavi or.
The rel evance of the academi c programto a mlitary career needs greater
enphasi s.

Anot her institutional practice in need of change is the excessively
firmadherance in core courses to the standardized outlines and
procedures which are given to new instructors. Frequent quizzes or
recitations, standard witten exans, the requirenent to rank all
students in each course, and the rotation of instructors--all tend
toward honopgeni zed teaching. These procedures properly support new
instructors, but they al so hinder innovation and insulate courses from
the fresh ideas brought by faculty menbers who have recently cone from
graduate study. As we discuss el sewhere, we also believe that the
i nportance of the General Order of Merit has also contributed in some
departnments to excessive and unnecessary standardi zation. W urge
mai nt ai ni ng bal ance between support for new instructors and a reasonable
degree of innovation and individual style.

In other sections of this report we di scuss what has been called the
fragnmentation of the educational experience at West Point, the feeling
of cadets that the system never stops pulling them apart, never ceases
maki ng dermands, never allows them periods of reflection and
consol idation. Sonme of this fragnmentation stens fromthe pedagogy, so we
comment' on the subject here, |ooking at three factors: grading, period
| engt h, and assi gnnents.

Overly frequent grading contributes to fragnentation by artificially
di viding course material into small segnents for evaluation. No
department any |onger practices daily recitation and gradi ng, but sone
come close, grading two of every three |lessons. This practice often
enphasi zes drill at the expense of understanding. Cadets may find
t hensel ves proficient in certain | esson-sized bits of know edge or
probl em sol ving but unable to relate themto | arger generalizations or
nmor e fundanental principles. Frequent grading entices sone of the |ess
adept students into destructive ganmesmanshi p; they search constantly for
t he m ni mum
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amount of factual material that nust be nenorized to suffice for that
day--in cadet jargon, "the poop." This approach will succeed when
exam nations focus on small segments and do not require cadets to

synt hesi ze. Cadets thenselves dislike such frequent grading and woul d
prefer fewer evaluations.

Period |l ength can also contribute to fragnentation. The 80-m nute
period as it is used in mathematics pernmits, sone say encourages, the
continual use of 20 to 30 m nutes per day for eval uated board worKk.
This imted tine often produces little conceptual understanding and is
usual Iy inadequate for treating difficult problens. Current policies
limting the time a given departnment can require for homework restrict
the conplexity of problens that can be assigned and | ead to greater
stress on class drill. Reliance on daily board work for eval uation
means that exchanges between instructors and the cadets are brief,
public, and oral. They have no witten work to review | ater.

Schedul i ng of | aboratories in blocks no |onger than two hours al so
adds to the fragnmentation. This brief time neans that nmany |abs take a
"cookbook" approach, one that conpares unfavorably with better civilian
coll eges. Existing procedures also inhibit the devel opnent of project
based labs. In these the nature of projects selected by cadets
determ nes the nunber of four-hour |abs devoted to them The Study
G oup does not suggest that all |abs take the project approach, but we
reconmend t hat each cadet take at |east one such lab in sone subject.

Anot her concern related to the adverse effects of overly frequent
grading and ill-designed periods is the fragnentation of assignnments
whi ch occurs in many courses. Judicious use of excerpts often provides
a beneficial nmethod to present central concepts or exanples of |arger
wor ks, but novels and plays rarely submt to such abridgenent. Full
wor ks of literature should be assigned whenever possible, and courses
shoul d be structured to permt sone class discussions of entire works,
not merely one day's readi ng assi gnments.

One of the main instructional settings in use at the Acadeny is the
smal |l section, a situation with potentially great benefits. The Study
G oup, however, notes sone problens. There is a tendency to overwork
the small section nmethod. Lectures are used rarely and tend to be | arge
eveni ng | ectures of uneven quality. Wen the cadets attend | ectures,
generally they are inattentive and do not take notes since they do not
believe that they will be tested on material presented in that way. W
note that while many sections operate effectively, sone do not.
Sonetinmes the instructor |acks know edge of the subject or does not
understand how to |lead a small group; sonetinmes the students have not
studied the material or they lack skill in discussion
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West Point instructors work hard to conpensate for their inexperience
as faculty nmenbers by intensive preparation, enthusiasm dedication, and
efforts to relate course material to Armmy applications. Naturally,
cadet questions may exceed an instructor's background, particularly when
he teaches outside his imediate field. Continuing education of the
junior faculty should help to solve this particular problem Any such
program shoul d i ncl ude the devel oprment of skills in discussion
| eader shi p. But group discussions may fail for |ack of cadet
preparation too. As discussed el sewhere, many cadets believe that
grades of "A" are al nbst unattai nable, so sone resign thenselves to
wor ki ng only enough to achi eve a m ni num passi ng grade--2.0. Thus,

di scussi on, which flourishes only with infornmed participation by all
parties, flounders. Inprovenment nmight follow fromassigning different
readings to cadets in the same section. Knowi ng that they depend upon
each other for information mght spur cadets to nore effective reading,
i stening, and speaking.

The final difficulty of teaching cadets by group discussion is that
they have little preparation in critical thinking. A logic course would
teach cadets the principles of evidence and the relation between
evi dence and conclusions; it would lead to nore rigorous discussions.
While a full senester course in logic may not be appropriate,
instruction should be included in the curriculumand should be
coordi nated anong departnents that require argunentative di scourse.

The audi o-visual facilities at the Acadeny are unrival ed by nost
civilian colleges. Several of our civilian consultants conmented
enviously on the quantity of avail abl e support, and nost departnents
make good use of the facilities. More, however, could and shoul d be
done. Television, the preferred nediumfor displaying i mages, and the
comput er, the best device for manipul ati ng data, should be joined
i magi natively to exploit the strengths of each. The Study G oup was
di sappoi nted to observe | ackluster use of the blackboard. Perhaps
because of the mlitary instruction tradition that discourages in-class
writing on the blackboard, many instructors use the bl ackboard
ineffectively. This deficiency considered alone would hardly merit nore
t han passing conmrent in our report. But it is another exanple show ng
the need for an instructional devel opment program at the Acadeny. Mny
teaching skills and techni ques need polishing: |ecturing, |eading
di scussi ons, evaluating papers, enploying audio-visual equipnent, and
usi ng the bl ackboard. Especially because the mgjority of the Acadeny
faculty is inexperienced in the college classroom (approximately one-
third are fresh from graduate school each year), we woul d expect
consi derabl e i nprovenent in teaching as a result of such a program

The Study Group is concerned about the apparent hesitation of the

Acadeny to experinent with new instructional techniques. In general new
i deas have not been tested on a segnent of the Corps to determne the
advant ages of various learning strategies. It is neither necessary nor

desirable to try and idea on the entire Corps of Cadets. The Study
G oup suggests that the Academy consider the follow ng techniques.
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- Individually paced, nmastery-based instruction. This approach is
used at Purdue University and Ckl ahoma State University, institutions
whi ch do not enjoy the favorable instructor-student ratio of West Point.
It appears to be particularly conpatible with small sections. While
t here have been some experinments with this techni que, there has been no
maj or effort to determne its potential for West Point.

- Computer-assisted instruction. Gam ng and sinulation would enhance
cadets' understanding of the tools available to assist in making
decisions in the face of uncertainty. The Acadeny has the capability
for conmputer analysis of variance and regression, but neither subject
appears in the core curriculum Sensitivity analysis,
antidifferentiation routines, and other topics could al so be introduced.

The final area of our concern in pedagogy is the exam nation process.
Cadets and instructors alike believe that significant nunbers of cadets
who have not nastered course material neverthel ess pass. Wy the
apparent unwillingness to fail the marginal or clearly deficient cadet?
The first possible reason is the severity of the penalty for failure.

It can cause dism ssal, although in practice sonme | esser punishment
normal Iy occurs. But in many cases failure results in |oss of sumer

| eave, a full academ c year, or both. Second, the publicity given high
attrition rates may contribute to a general reluctance to declare cadets
deficient. Wile recognizing these influences, the Study Goup believes
that there should be a greater willingness to fail those who do not
measure up. W strongly support reducing the penalty for failing a
single course, and we reconmmend further steps to increase the
flexibility of options for dealing with deficient or failing cadets and
to ensure that isol ated substandard performance does not lead to
separation fromthe Acadeny.

G Academ c Admi nistration

The Study G oup reviewed the adm nistration of the academ c program
specifically | ooking at scheduling, incentives for academ c excell ence
to include grading, service obligations for separated cadets,
counseling, graduation requirenents, and the interrelations anong these
t opi cs.

1. Scheduling. Cadets followa full daily schedule. Normally, their
day extends from 0625 until 2330, with the academ c day endi ng at noon
into two 60-m nute periods. The daily schedule affects the
adm ni stration of the academ c programin many ways, but the net effects
are rigid scheduling, fragnented student time, and inefficient use of
facilities.
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The Study Goup suggests a schedule featuring a standard period
| ength, for exanple, 50 or 60 mnutes, and class attendance by reginent
to the extent possible. 1In such a schene, all periods could be
i nt erchangeabl e, a characteristic which would not only add flexibility
and distribute facility use by making | abs, lecture halls, and playing
fields available during nore of the day but would al so afford cadets
substantial periods (two to four hours or nore) of uncommtted tinme.
Possi bl e variations in scheduling include staggering |unch attendance
whi ch woul d add anot her period and still nore flexibility, continuing
t he schedul ed day sonewhat beyond 1515 (with appropriate periods
reserved for nmenbers of intercollegiate teans), and reducing timne
allotted for neals and associated fornations.

The Study G oup al so sees opportunities for inprovenent in the
academ c cal endar. The first senester now extends past the Christnas
vacation. Cadets return fromtheir [eave for two weeks of instruction
and then take their termend exam nations. The schedule interferes with
their enjoynent of the holiday and requires a significant nental
readjustnent to prepare for exam nations. The Study Goup prefers a fal
term begi nning in January and ending in May. This change woul d better
align study requirenents with the holiday. A slight cost savings to the
Acadeny woul d result since each class woul d spend about sonewhat | ess
time at West Point. The crucial issue with respect to senester
scheduling is the tine required for cadet basic training (CBT). The new
cadets' reporting date nust remain in July since many high schools do
not graduate until |late June. Elsewhere in this report the Study G oup
notes that CBT and organi zati on week coul d be shortened. W therefore
believe the first termcan begin in August.

2. Incentives and Sanctions. Anmong the prine academ c incentives is
the grading system The basic systemin use at West Point theoretically
arrays cadet academ c achi evenent on a scale between 0.0 and 3.0, with
satisfactory performance denoted by 2.0 or above. However, actual
practice conpresses nost grades into the upper one-third of the scale.
This system enphasi zes this 2.0 threshold, term ng achi evenent at or

above this level "proficient” and all below as "deficient."” Although
the systemtheoretically allows a full range of assessnent, the cadets
viewit as a "pass-fail" system Thus a 2.0 rating--equivalent to a

borderline "D m nus"--has | ong been viewed by the cadets as adequate.

Wthin the recent past, West Point recogni zed these gradi ng system
deficiencies. The Acadeny's 1976 Curricul um Study G oup reconmrended a
new gradi ng system The new systemis sonmewhat cunbersone and does not
go far enough to elimnate counterproductive attitudes since departnents
internally may still use the 3.0 system W support the intent of the
Acadeny's initiatives but recormmend adopti on of standard letter grading
and a quality point average by all el ements.
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Li ke other institutions, the Acadeny rewards denonstrated academ c
excel  ence. Such recognition has included designations as D stingui shed
Cadet (top 5 percent of a class in all areas of measured performance)
and Dean's List (top 30 percent in all academ c courses). Cunulative
performance and performance within a single year determ ne separate
honors. The Acadeny ranks all cadets in a class and publishes specific
cl ass standings called the General Order of Merit.

The West Point Study G oup agrees with the Acadeny that the General
Order of Merit (GOM hinders the achi evenent of the academ c of the
Acadeny and shoul d be abolished. Wile the GOM serves a variety of
uses, its primary function is to determine the order in which cadets
chose their specialty assignnent and first duty station. It also
determ nes the order of graduates and subsequent date of conm ssioning
and has several other mnor purposes. None of the uses of the GOM seem
appropriate nor truly necessary. Just as the uses to which the GOMi s
put are inproper, its effects on attitudes of cadets (discussed in a
previ ous section), admnistrative load of instructors, and the Arny
depart drastically fromthose desired. Long considered a notivator of
cadets, the GOMis in fact a discouragenent. The incorporation of the
Leadershi p Eval uation System (LES) into the GOM aggravates problens.
The peer rater portion of the LES reassures cadets to conformto be and
to do only that necessary to "get by." The effect of the GOM on
acadenic departnents is generally to enphasize the teaching of the sane

material in the sane manner to as many cadets as possible. In spite of
the effort in some departnents to break this nold, some instructors are
still told to maintain fairness in the system by teachi ng, exam ning,

and grading cadets in a standard way. The GOM al so has an adverse
effect on the Arny as a whole. Specialty selection by order of
graduati on concentrates successful graduates in certain branches. The
combi nati on of location and specialty selection in turn produces an
undesirabl e distribution of graduates anong various Army posts.

Clearly, a program of academ c incentives should be retained; however,
an alternative system of recognition should be devel oped using the
qual ity point average to determ ne those to receive honors at set
intervals such as termend of year end. Furthernore, only those
achi eving honors should be identified. Precise course or class rank
shoul d not be published. By not identifying class standing and by
incorporating a Quality Point Average in graduation requirenents, cadets
will be forced to neet absolute standards rather than allowed to rely on
the security or relative class position. This system has the added
advant age of not attaching notoriety to those who barely escape failure.

Anot her incentive, guaranteed graduate schooling, warrants separate
di scussion. This programtermnated with the Cass of 1977. Some
exceptions exist, since cadets may continue to conpete for certain
graduat e schol arships. But w nners are usually advised to defer
schooling until
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they have completed an initial tour of duty with troops. The advantages
of that first tour with troops are significant. Performance as a troop
| eader is a critical indicator of future potential, a nmeasure that
shoul d be taken early in an officer's career. Furthernore, the entire
Acadeny experience points toward positions of |eadership, and to del ay
such duty is undesirable. After about four years of service al
graduates are considered along with their contenporaries from al
comm ssi oning sources for fully funded graduate school i ng prograns that
support the projected needs of the Arny. Selection criteria include
duty performance, undergraduate records, potential for future service,
officer interests, and the needs of the service. Conpetition for the
programis keen. We think that all officers should conpete on an equa
footing, regardl ess of source of conmm ssion. W believe the Acadeny
shoul d not reestablish a separate programto guarantee graduate
school i ng.

Under the current system of rewards, the cadet who excels receives
additional privileges, but the marginal perforner suffers no significant
| oss of privileges. The prinmacy of academ c pursuits woul d be enhanced
by devising a stronger set of sanctions for narginal performance. Wth
the addition of a set mninmumquality point average (QPA) as a
requirement for graduation, it would be prudent to apply this sane
criterion at internediate points (termand year end) to identify as
early as possible the margi nal performer who has accunul at ed repeated
"D' grades. A cadet whose GPA falls bel ow the established standard
shoul d attend indi vidual counseling sessions and assune a probationary
status for sone period with an attendant |oss of privileges and
eligibility for certain extracurricular, athletic, and chain of conmand
positions.

A nore restrictive privilege systemduring the week but with nore
i beral weekend privil eges should be considered. Facilities in
Ei senhower Hall which reflect contenporary standards woul d benefit
cadets not wishing to | eave the post. The Study G oup supports a system
of increasing freedom of choice over the four years approaching the
status of junior officer coupled with the sanctions for marginal
per formance di scussed above.

3. Service Obligation for Separated Cadets. Departnment of Defense
Directive 1332.23, dated 9 May 1968, provides that "with the
commencement of the Second C ass Academ c Year, a Second or First
C assnmen who is separated prior to conpleting the course of instruction,
except for physical disqualifications, unfitness, or unsuitability, wll
normal |y be transferred to the Reserve conponent in an enlisted status
and be ordered to active duty for not less than two years...." \Wen
however, separation results froma deficiency not considered wllful
the active duty requirenent may be wai ved.

In practice, cadets separated for academ c deficiency have not been
required to serve. As of 31 May 1977, 24 ex-cadets were serving on
active duty in an enlisted status as a result of the directive, but none
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for academic failure. The policy has had three adverse effects. First,
it creates pressure to resign at the conclusion of Third C ass year.
Second, it causes sone cadets to consider active duty service in the
enlisted ranks as a formof punishment. It has al so been suggested that
this perception caused some reluctance to report violations of the Honor
Code. Third, it nmeans that separated cadets who enter active duty as a
result of this policy are non-volunteers in the volunteer Arny. In
short, we are using Arny service as a form of punishnment and retaining
the wong type of individuals in the service.

Several alternatives to this policy are available. The first is to
revoke the directive. Doing so would obviate any stigm associated with
enlisted service since separated cadets woul d not serve. Fur t her nor e,
poorly notivated cadets could resign at their pleasure, and the services
woul d not have to deal with an unnotivated officer. An obvious
di sadvantage is that cadets might obtain several years of free education
and then resign w thout rendering subsequent national service. If a
sanction is retained, the Study G oup believes it should take a
different form For exanple, the ex-cadet mght be required to repay
sonme dol lar anount for education and training received. The costs
consi dered should be those directly attributable to the period of
education and training. Wile the GAO previously nade a siml ar
reconmendati on, we doubt the political feasibility of such a change in
statute. Careful consideration should be given to possible variations
of this sanction. Alternatively and perhaps best, cadets separated
after the start of the Second C ass Academ c Year could be required to
serve on active duty in the enlisted ranks for a period of two years
unl ess they enroll in sone other precom ssioning programw thin nine
nont hs follow ng separation fromthe Acadeny. Subsequent voluntary or
i nvoluntary departure fromsuch a programfor any reason other than
physi cal disqualification normally would be grounds for inmrediate entry
into active service in enlisted status. This alternative would afford
ex-cadets already identified as having potential for comm ssioned
service the opportunity to seek that comm ssion in other ways, for
exanpl e, the fine perfornmer who resigns because of marriage. The
services woul d benefit fromthe individual's subsequent service as a
comm ssioned officer. Such a policy also pernmts ex-cadets greater
freedom of choice yet does not renove the "pay back" provision for
education and training received. It allows the services to capitalize
on the precomm ssioning training the ex-cadet experienced while a nenber
of the Corps. Canada successfully uses a somewhat simlar procedure.

4. Counseling. The Study Goup's interviews with cadets and junior
faculty indicated that cadets obtain nost of the advice on which they
base i nportant decisions concerning elective courses, branch choice, and
i mproverrent in learning skills frompeers rather than tactical officers,
staff or faculty. This situation points to the need for an inproved
counsel i ng program
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Several agencies have a portion of the counseling function: Tactical
Oficers, the Dean's office, academ c departnents, the Ofice of
Mlitary Leadership, the Ofice of Mlitary Instruction, the nedica
staff, and the faculty. Only the Tactical Oficers have the charge to
deal with all aspects of cadets' devel opnent, but they have neither the
time nor the expertise to address all areas. The entire counseling
program suffers fromfragnmentation, inefficient use of resources, and a
| ack of effective assessnent. A coordinated and conprehensive plan to
devel op a new counseling program does not exist. The Study G oup
bel i eves the Acadeny shoul d devel op an efficient and conprehensive plan
for a coordinated but decentralized counseling programusing al
avai |l abl e assets and establishing coordination requirenments to provide
cadets the full range of counseling services including diagnostic
testing.

5. Graduation Requirenents. Present requirenents include a four-year
resi dency containing 48 courses, conpletion or credit for prescribed
courses, conpletion of mlitary training, conpletion of physica
education, and satisfactory conduct. Gaduation is permtted only in
June or before the start of the fall term No mninmum overall grade
average is prescribed. Put another way, a cadet can graduate with the
equi val ent of straight "D' letter grades, a 2.0 average in Acadeny
terms. Requiring a mninmum Quality Point Average would raise the
standards of academ c perfornmance and nmake clear that while marginal
performance in isolated areas can be accepted, coasting to a marginal
performance in all cannot.

Requiring the conpletion of 48 courses in residence (or 40 if the
curriculumrecomendation of this study is accepted) and requiring a
four-year residency reduce the attractiveness of the Acadeny to transfer
students and are costly in terns of dollars and manpower. W believe
t he Acadeny should consider allowi ng the transfer student to graduate at
the end of his fourth sunmer training period or at md-termof his |ast
year providing he has satisfied all other requirenents including
mlitary and physical.

A somewhat anal ogous situation faces a cadet who is deficient in one
or nore courses and joins the next |lower class at the start of the next
acadenmic year (in Acadeny ternms a "turnback"). He nowis required to
conplete a five year residency carrying a full load and in sonme cases to
conplete 10 or nore courses beyond the basic 48 required. |If permtted
to continue with his original class in mlitary and sumrer training, he
m ght, by use of leave tinme for course nmake-up and if necessary by use
of the fall senester, be ready to graduate only one academni c term behind
his class thereby joining the active force five to six nonths earlier
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For illustrative purposes only two examples of structured
elective sequences are shown, one in social sciences and one in

basic science

* % x* %

Social Science

A European history-oriented subcurriculum.

First 2nd Sem
Class

(Senior)

lst Sem

Second
Class

(Junior)

Third
Class

(Sophomore)

Soc Sci 476 History 489 Law 481

International Adv Study Inter-

Affairs of [ nationalj
History Law

Soc Sci 475 History 371A

Gov't & The French

Politics of Military &

the USSR Society

History 371B
Orgins of
Soviet Russia

History 371D
Wilhelmine, ,/J

Weimar & Nazi
Germany

History 371C
Mil & Dipl
Orgins of the
European State

9%



Basic Science

A mathematics/physics subcurriculum

First
Class

(Senior)

Second
Class

(Junior)

Third
Class

(Sophomore)

2d Sem

1st Sem

Math 486 [Phys 483
Numerical Solid State
Analysis Physics

[ [
Math 485 [ |Phys 484 .
Complex Quantum
Analysis Mechanics

8

E
(]
(98]
|2

Math 484 Phys 381
Intermediate Classical
Differential Mechanics
Equations

Math 471

Linear Electricity &

Algebra Magnetism
—>

Note: Literature course taken
during Third Class year in lieu
of elective and Introduction to
Law moved to First Class year to
allow fourth elective in Second
Class year.



CHAPTER VI
M LI TARY PROFESSI ONAL DEVELOPMENT PROGRAM

A. I ntroduction

The exami nation of mlitary professional devel opnent of cadets
i nvol ved:

--The organi zation and function of the Ofice of the Conmandant of
cadets, particularly with regard to the Conpany Tactical Oficer
(Tactical Oficer), including mlitary training and physical training.

--The functioning of the United States Corps of Cadets.

Leader shi p Eval uati on System (LES).
The "Pl ebe" or Fourth O ass System
Di sciplinary System

Cadet Chain of Conmmand.

--The Honor Code and System (discussed in a |ater chapter).

B. General Appraisa

The overall programof mlitary professional devel opnent stil
produces young officers of unconmon ability and superior potential for
sust ai ned service. Notwithstanding the quality of the entering cadet,
West Point and its prograns nust receive considerable credit for the
successful transformation of young nmen and wonen fromall sectors into
the officers who lead our citizenry in the profession of arns. W
shoul d al so note that West Point is changing and has changed even as we
conducted our inquiry. For exanple, the reception of new cadets for the
O ass of 1981 was a nodel of positive and supportive | eadership. Thus,
some of the problens identified in this report may be sol ved probl ens--
or, at |least the nature and inpact of the problem may be sonewhat
different fromthat stated. Despite such a general endorsenent there are
aspects of the mlitary professional devel opnment programthat m ght be
changed to inprove the institution and its product.

Qur review and anal ysis convinced us that many of the conclusions
drawn by the Borman Conmi ssion concerning the mlitary aspects of the
Acadeny were accurate. There are many institutional shortcom ngs at the
M litary Acadeny--shortcom ngs which have devel oped over the years
|argely through failure to adapt to change or failure to perceive that
certain policies, prograns, and procedures had devel oped, or were
devel opi ng, dysfunctional characteristics.
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West Poi nt has, of course, made changes over the past several years
al though not as rapidly as one mght prefer. Substantive change
normal Iy occurs slowy within the Corps of Cadets, particularly change
i nvol ving cadet attitudes. This phenonmenon nmakes it all the nore
important to avoid any hesitancy to introduce alterations at this tine.
In the aftermath of Electrical Engineering 304 and with a variety of
i nternal and external pressures, an environnment for change exists at
West Point which should be exploited. Mich remains to be done and now
is the time to do it.

The Dual Nature of West Point: A Challenging Academ ¢ Experience in a
Spartan Mlitary Environnent.

A fact of West Point is the tension between the demands of the
academc institution and those of the mlitary organization. This
tensi on may have becone nore serious since Wrld War |11, and the present
demands nmade upon West Point suggest it will continue. Wys nust be
devised to aneliorate the effects and to reduce the sources of the
conflict as much as possible.

That conflict exists is clear fromthe many interviews conducted by
t he Study G oup. As one academ c instructor put it:

TAC s (Tactical Oficer) see us as occupants of an ivory tower of
academ a--they think that they al one know the "real"” Wst Point and
the "real” Arny. They see us as a hal fway necessary evil, but doubt
that we really contribute anyt hi ng.

A Tactical Oficer explained:

They (I nstructors) see TAC s as narrow m nded, rigid disciplinarians
who are far too conservative and far too concerned with visible
results, standards, and statistics, and not interested in the

devel opnent of internal thinking processes.

In fact West Point is unique because of this duality of purpose.
Certainly, a quality academ c experience can better be gained w thout
t he conpeting demands of cadetship. But the mssion of providing
officers to the US Arny is the raison d etre for a national mlitary
acadeny. Al nust be mndful of this m ssion and recognize that their
role is to contribute to its acconplishnent.

Unfortunately and too frequently the inherent tensions are nmade even
nmore serious by a lack of understanding that the two systens while in
conflict, can be mutually supporting. The acadenic instructor can be an
exenplar of mlitary standards w thout detracting fromthe
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academ c experience. And Tactical Oficers, inmbued with a respect for
academ c studies, can inprove cadet attitudes toward academ c subjects.
Mor eover, one can inprove the qualification of a graduate to be a
lieutenant without inhibiting the academ c experience. But a concept of
mut ual support and responsibility nmust be fostered. The entire staff
and faculty at West Point shoul d consider thensel ves personally

responsi ble for both the academic and military quality of the cadet.

Per haps the nost conpelling needs are consi stency of purpose and
concinnity of philosophy. The output of West Point is an Arny | eader
and West Point teaches, in a broad sense, Leadership--the conponents of
whi ch are acadenmi c know edge, mlitary skills, a strong personal ethic,
and strength of character.

C. The Tactical Staff

1. Overview. The Borman Report comments on the del egation of
authority to the cadet chain-of-comand and on confusi on over the proper
role of the conpany tactical officer. |Indeed, the role of the Tactica
O ficer has blurred over the years.

Wth the institution of a "First Class Systenf in the late 1950's the
cadet chai n-of -command has been given greater responsibility and
authority. Wth the |laudable intent of giving the cadet increased
| eader shi p experience, the Acadeny began to change the Tactica
Oficer's role fromhis previous command function that required himto:

...performthe duties normally devol ving upon a conpany conmander.
These wi Il include such inspections of barracks, personnel or records
as may be necessary to enforce orders and regul ati ons and required
standards of policy and discipline (Oders, USCC, 1939).

By 1969 the Commandant verified the evolving role of the Tacti cal
Oficer:

The trend toward placi ng added responsibility on the cadet chain-of -
command, with the increased authority that goes with it, continued
during the past year... Daily formal and informal contacts between the
cadets and officers at the Acadeny continued to assist in the

devel opnent of cadets.

I ncreased | eadership opportunity for the cadet and opportunity for the
Tactical Oficer to spend tine in the devel opnent of cadets are both

wort hwhil e objectives. |In recent years, however, sonething has gone
awy. Cadets have becone involved in a norass of adm nistrative trivia,
much of it self-generated. "Leadership experience"
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frequently equates to drafting a schedule for a club trip. The
Tactical Oficer has drifted away fromthe cadet and cadet devel opnent,
finding hinself constantly involved in his own nmaze of “administrivia."
Not only is the Tactical Oficer diverted by a nmultitude of other
duties, he also finds gaining access to the cadet when the latter is
free nearly inpossible. The schedule is one of frenetic activity with
the evening study hours often being the first tinme the Tactical Oficer
can easily locate the cadet. But this period is also the cadet's tine
for study, and Tactical Oficers often express a feeling of guilt when
they have to interrupt it. That study tine is available is not to say
that the cadets use the tinme for study. A recent West Point tine study
i ndi cated that cadets spend 38% of the evening period in recreation
pursuits. The matter of cadet attitude towards study is discussed

el sewhere.

The individual Tactical Oficer does not bear sole blanme for his
isolation fromcadets. The institution has failed to describe his role
in clear, operational terns and has failed to give hima clear, coherent
statenent of purpose. The "Tactical Oficer's Guide" describes the
Tactical Oficer's role as "advisor, counselor, and instructor."” Anbng
the eight "objectives" are "Mdtivate each cadet toward successful
mlitary service" and "Encourage each cadet to work to the upper limts
of his capability"--vague generalities wanting in operational specifics.

The new cadets are quickly prepared through Cadet Basic Training for
life as a cadet; the new Tactical Oficer (or faculty nmenber) is given
little in the way of substantial orientation. So, he has to sort it out
for hinself, a task nost Tactical Oficers find confusing and
frustrating. As one well-regarded Tactical Oficer said:

Frustrated beyond explanation!!! O all places in the Arny this
institution can and should be the nost professionally and personally
rewar di ng assignnent inmaginable; it is not!!! Instead, it has been
and, fromwhere | sit, will continue to be ny worst assignnment thus
far and hopefully the worst | will have to endure.

And the rest of West Point does not nmake the Tactical Oficer's life
any easier. Mny academ c instructors admt they do not enforce the
di sci plinary and appearance standards of the Acadeny. As one instructor
put it:

The TAC and | are two separate parts of a total system He teaches the

mlitary stuff and hands out quill. | teach the academ cs and pass
out grades. | don't do his job and he doesn't do m ne.
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The commonly heard rationale for not enforcing standards is that to do
so would interfere with the teaching environnent.

Mor eover, sone instructors sinply do not know the rules. They, too,
are not properly oriented when they arrive and are not kept infornmed.
O course, exceptions occur anong instructors and departnents, But there
is no standardi zed, systematic orientation program consequently there
is awde variety in quality and approach

VWhat ever the reasons, there is uneven enforcenent of the regul ations
and standards for the Corps of Cadets. The Tactical Oficer frequently
stands alone as the diligent enforcer of standards, without the active
support of nmany officers at Wst Point. He sees hinself as inferior
relative to the instructors; the instructors agree. Menbers of the
Academ ¢ Departnents constantly criticize the Tactical Staff for the
rul es, regul ations, and puni shments which are generally characterized as
interfering with the cadet's academ ¢ endeavors, or as trivial
i nappropriate, or unproductive. Meanwhile, the Tactical Oficer, feeling
guilty and hesitant about claimng cadet tine, has allowed the cadets
t hensel ves, in many instances, to establish the norns and standards in

the cadet conmpany. 1In sum the entire institution bears najor
responsibility for failing to guide and support the Tactical Oficer in
the all-inportant task of devel opi ng cadets.

2. The Reginental Commander. \While the Tactical Oficer has been
frustrated at the cadet conpany |evel, his comuni cation upwards is
confusing. Such comunication is particularly inportant in
acconplishing the Acadeny's m ssion of cadet devel opnent. Each of the
four cadet reginents at West Point has a separate personality. Over
time, the position of the Col onel Regi nental Commander has grown so
strong as to filter or distort communication between the Conmrandant and
the Tactical Oficers. The |ack of coherent guidance and the inability
"to be heard" heightens the Tactical Oficer's sense of frustration

Reversing an earlier decision and follow ng the recommendati ons of
bot h the Superintendent of the Acadeny and the Study G oup, the Chief of
Staff elimnated the position of Regimental Commander in the grade of
colonel and replaced it with a Reginmental Tactical Oficer (not
"commander") in the grade of |lieutenant colonel. He also directed the
creation of the position of Brigade Tactical Oficer in the grade of
col onel. Adding four Reginmental Tactical Oficer positions for 1977-78
recogni zes that a major change in organization may not be possible now.
However, the creation of six Reginmental Tactical Oficer positions (each
in charge of six conpani es) should be considered for possible
i npl enentation in the Summer of 1978.

Thi s deci sion should assist in a nunber of ways:

--Facilitates better comruni cati on between the Conpany Tacti cal
Oficer and the Commandant.
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--Provides a closer approximation of the normal environnent of serving
junior officers for the Tactical Oficer and the cadets.

--Reduces pressures to conpete while fostering consistency and
cooperation.

Whi |l e the organi zational change should contribute to an inproved
envi ronment, other problens remnain.

3. The Selection Process. The lack of a careful selection systemin
recent years has exacerbated problens. A review of certain indicators
in a representative group of the Tactical Staff shows that, in contrast
to the Academ c Departnents which begin to identify many future
instructors while still cadets, new Tactical Oficers are selected by an
i nformal and i nconsistent process. Moreover, there is a perception that
being an instructor clearly offers nore personal and professional
rewards than being a Tactical Oficer. The Tactical Oficer works |ong
hours in a frustrating environment, while the instructor is perceived as
having better hours and a nore rewardi ng job. Accordingly, there
appears little enthusiasmfor becomng a Tactical Oficer on the part of
t he hi ghest quality Acadeny graduates.

As an indicator of the attitude of Tactical Oficers, the results of a
recent survey show the Tactical Oficer to be significantly |ower in
noral e than the rest of the West Point community by nearly 30 percentile
poi nts and bel ow the national average for faculty and adm ni strators of
educational institutions by 15 points. O course, the aftermath of
El ectrical Engineering 304 has had a pronounced inpact on Tacti cal
Oficer norale.

Anot her neasure of the Tactical Oficer energed fromthe survey
adm ni stered by the Study G oup to graduates and cadets. Wen asked
whi ch person at the Acadeny they | east wanted to be |ike, graduates
overwhel mngly (51% selected the Tactical Oficer. In a simlar
survey, cadets indicate a simlar |lack of regard. The graph at Figure 1
of responses by class suggests there is a gradual disaffection in the
cadet's view of the Tactical Oficer. Only 20% of the Plebes (O ass of
'80) consider the Tactical Oficer to be the person they woul d | east
want to be like, but by First Cass year (Cass of '77), 55% consider
the Tactical Oficer to be the person they would | east want to be Ilike.
Al though this interpretation is not conclusive, only an average of 17%
of all year groups of both cadets and graduates surveyed select a
Tactical Oficer as the person they would npost want to be like, while
59% sel ect the Academ c Instructor.

The chart at Figure 2 portrays certain indicators for officers
assigned to the Tactical Departnment at reginmental |level and to the
officers of two Acadenmic Departnents (in all cases the permanent
prof essors and pernmanent associ ate professors have been excluded). For
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SELECTED QUALITY INDICATORS

Military Field Grade
CM - % LES/ASR - % Indicator || Promotions
Quartiles Quartiles
# 1 1. 2 1 3 14 1 2 3 4 U M L
USMA GRADUATES Early| Normal
TAC 271 3.1 | 15.6{37.5|43.8 43.8/37.5] 9.4{ 9.3)] 24| 2| 1 8 7
ACAD
DEPT A{28] 93.3| 6.7| - - 60 30 10 - 23 5 - 10 3
DEPT B|19]| 18.2]36.3] 27.3{18.2 27.3127.3]27.3|18.1}] 15| 4{ - 1 3
Non-USMA GRADUATES
TAC 13 10} 31 - 4 4
A 14 5 9 - 1 6
B 22 12110 - 1 9
Sources: USMA, MILPERCEN
GOM - General Order of Merit
LES - Leadership Evaluation System Rating
ASR - Aptitude for Service Rating
TAC - Tactical Department

Dept A -
Dept B -

R a
1

A Selected Academic Department
A Selected Academic Department
Upper one-third of peers
Middle one-third of peers
Lower one-third of peers

FIGURE 2
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the graduates assigned to the three departnents, relative Cadet Genera
Order of Merit (GOM at graduation and Leadership Eval uation System
(LES) or Aptitude for Service Ratings (ASR) rankings by quartile have
been i ncl uded.

The military indicator (upper, mddle, |ower one-third of peers)
suggests that those officers assigned as instructors or Tactical
O ficers have enjoyed successful careers. However, two points nust be
made. First, officers selected for duty at West Point should come from
t he upper half of both GOM and LES/ ASR, or whatever future nmeasurenents
refl ect academ c performance and excellence in cadetship. To assign
officers to the Tactical Department who ranked | ow academcally (81.3%
| ower hal f, 43.8% bottom quarter) reinforces the cadet attitude that
studies do not matter and do not relate to future success as an officer.
Li kewi se, assigning officers as instructors or Tactical Oficers who
Have fared poorly in cadetship comrunicates a simlar nessage to cadets,
too many of whom al ready accept as an article of faith that nothing at
West Point matters beyond graduati on.

Qovi ously, graduates do well in the Arny fromall quartiles of GOM and
LES/ ASR, however, the fact that those nost likely to do well in the Arny
al so ranked well in both at West Point needs to be reflected in the

assi gnnment of Tactical Oficers.

The second point is that outstanding performance as a cadet conbi ned
wi th outstandi ng perfornmance as an officer does not guarantee
correspondi ngly outstanding service as a Tactical Oficer. The Tactical
Oficer's |l eadership style is key to his success and may not be
reflected in his witten record or file. Interviews are an essential
step in the selection of prospective Tactical Oficers.

While no single set of data is conclusive, the cunul ative effect of
t hese data coupled with personal observation suggests strongly that the
sel ection of Tactical Oficers, their role, and the nature of their
relationship with cadets deserve attention and warrant change. |t
shoul d be enphasi zed that there are nany outstanding Tactical Oficers
at West Point. But it is equally clear that occasionally there are sone
who, while being outstanding officers in many respects, are not suited
to the task of devel oping cadets into officers.

4. Continuity. A further problemis the lack of continuity in the
Tactical Departnent. As is discussed later, refornms introduced by a
gi ven Commandant of Cadets have little hope of survival so long as there
is a class who arrived at West Point before the reform (and often before
t he Commandant) and who will remain after the Commandant departs.
Mor eover the absence of continuity puts the Conmmandant at consi derable
di sadvantage in the continuing conflict between the two sides of the
institution.
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Accordingly, we feel that some stability is needed in the Commandant's
office and that an extended term of assignnment (4-5 years) for sone
seni or nmenbers of his staff is needed.

5. Leadership. The "Tactical Oficer's Guide" discusses at |ength
the notivati onal and devel opnental objectives. And there is a good dea
of discussion at West Point about "Positive Leadership. " Mst Tactical
O ficers, however, had great difficulty in describing "Positive
Leadershi p”" in operational ternms. |In fact, when asked what was their

key or nost inportant function, nost Tactical Oficers replied,
"evaluation,” or "to ensure the wong guy doesn't graduate.” This near
obsession with evaluation nakes it virtually inpossible for a Tactical
Oficer to be supportive and devel opnental. Cadets are constantly

eval uated in al nost every endeavor. Moreover, the D sciplinary System
is (and is perceived to be) punitive evaluation. Also, the results of
nmost eval uations are either not conveyed to cadets or are conveyed
infrequently or inpersonally.

A clear, coherent and operational phil osophy of |eadership has never
been conveyed to the Tactical Oficers. This deficiency is caused, if
not aggravated, by the reginental conmand structure, the | ack of
effective orientation for new officers, the enornous nunber of rules and
regul ati ons, the enphasis on evaluation, and the | ack of a system of
rewards in a punitive system Additionally, Tactical Oficers are too
involved in admnistrative tasks to have tinme for | eadership discussions
with cadets.

6. Summary. In short, the Tactical Oficer frequently has not been
the one who sets the nornms in the cadet conpany. The attenuation of his
authority and responsibility, lack of a clear sense of role and
identity, and absence of coherent phil osophy are perhaps the nost
serious institutional shortcomngs with the Tactical Departnent at West
Point. The Tactical Oficer is uniquely a focus of cadet devel opnent and
no part of the institution will function well if the Tactical "systent
functions poorly. But the "system' requires careful selection of the
Tactical Oficer and procedures to ensure that:

--He receives the support of the rest of West Point.

--The structure of the Tactical staff is supportive.

--He receives adequate orientation.

--There are clear |ines of communication fromthe Superintendent and
Commandant of Cadets expressing a coherent philosophy and fromthe

Tactical Oficer allowwng himto air views and concerns to the West
Poi nt command aut horities.
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--And that he is willing to make the personal sacrifices required if
he is to devote hinself to devel oping cadets into Arny officers.

D. Oganization of the Ofice of the Conmmandant

Chapter 111 addresses the total issue of governance. The discussion
and recommendati ons there which pertain to the Conmandant of Cadets are
consistent with the follow ng.

On his departure a recent Commandant comment ed:

As you know, | recommended to you previously, and |
understand that you now have approved, that OM, OWL and OPE
all be naned "departnents” sinply as an organi zati ona

i nprovenent. Wth respect to OM. and OPE, both shoul d be
made departnents in the fullest sense of the word, and ...
the officer in charge of each should sit as a full fledged
menber of the Academ c Board.

The Borman Conmi ssion, nmaking sim|ar observations, reconmended that
the directors of the Ofice of Mlitary Leadership (OM) and the Ofice
of Physical Education (OPE) be full menbers of the Academ c Board. They
further recommended that the Ofice of Mlitary Leadership, being
properly an acadeni c departnent, be placed under the Dean of the
Academ c Board.

Since publication of the Borman Report, Wst Point has, in fact,
pl anned to renove the O fice of Mlitary Leadership fromthe control of
the Commandant. This office will be redesignated the Departnent of
Behavi oral Sciences and Leadership and will be transferred to the
control of the Dean effective Septenber 1977. A nunber of staff
functions which were perfornmed for the Commandant (e.g., Counseling
Center, Cadet Troop Leader Training, and the Leadership Eval uation
Systenm) will remain under the Commandant. Regul ations have been revised
to permt the heads of OPE and OWVL to becone nenbers of the Academ c
Boar d.

Anot her provision of the recomendati ons on governance is the creation
of a Director of Cadet Activities (DCA) with responsibility for the
Cadet Activities Ofice and sel ected Cadet Treasurer functions now under
the control of the Superintendent's Deputy Chief of Staff for Logistics.

W al so recommend that the "offices" reporting to the Commandant be
redesi gnated as "departnents.” |In the current structure, the Commuandant
of Cadets heads the Departnent of Tactics, an organi zati on which
enbraces OPE, OML, and the Tactical Oficers. For reasons of
consi stency al one, the structure should be appropriately organi zed al ong
I i nes anal ogous to the academ ¢ departnents.
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The Commandant's Staff has, over tinme, been pared away, as it has done
little of the coordination and planning required. Rather, the planning
has been done by the reginents, OM, OWM, and OPE. To coordinate and
schedul e nore effectively and to relieve the Tactical Oficer of
additional duties (as passed through the reginment), the Commandant's
Staff needs strengthening. The need is underscored by the decision of
the Chief of Staff to elimnate the Regi nental Conmmanders and to create
Regi nental and Brigade Tactical Oficers. The chart on page 59
summari zes nost of the changes we propose.

E. Cadetship and Oficer Devel opnent

1. Overview. The study group endeavored to understand both the
nature effect of the cadet experience through research, interviews, and
surveys. In a survey of graduates and their conmanders, the evidence
i ndi cated that West Point graduates continue to be held in generally
hi gh regard, particularly because of their:

--Sense of Integrity

--Understanding the Role of an Oficer

--Potential for Advancenent

--Strength of Character

--Physical Fitness

--Bearing and Appearance

--Devotion to Duty

On the other hand, commanders and nonconm ssioned officers consider
recent graduates to be |east adept in:

--Ability to Talk with Troops

--Concern for the Wl fare of Troops

--Maturity
Recent graduates al so express concern over their inability to deal with
enlisted nen. \When these observations are viewed in conjunction with
the reasons graduates hold Tactical Oficers in |ow esteem e.g.
"Inability to deal with people," it suggests that either cadets nmay be

i mproperly influenced by the Tactical Oficers or there is sonething
m ssing fromthe cadet experience or both.
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Furt her evaluation of the survey data and cadet interviews suggests
system c probl ens.

--The attitude of sone cadets towards acadenic effort is poor. There
is clearly a significant cadet subculture indifferent to scholastic
pursuits at West Point.

--There is an equally disdainful attitude for nmuch that is terned
"mlitary" at the Acadeny.

--The Leadership Evaluation Systemis seen as both uninportant and
subversi ve.

--Cadet chain of command duties are viewed as tine consuming and, in
many cases, trivial.

--Discipline is considered arbitrary and unfairly adm nistered. The
Disciplinary Systemis thought to be punitive and controlling.

--The Fourth Cass Systemis accepted by Plebes in a philosophically
stoic manner, but there are clearly sone dysfunctional aspects of the
systemparticularly relating to the | eadership techni ques | earned by
upper cl assmen.

2. Cadet Attitudes. The Borman Report observes that there has not
been agreenent at West Point on the relative inportance of acadenic
st udi es:

There has, for exanple, been serious disagreenent over the proper
role of education in the m ssion of the Acadeny: Should West Poi nt
train conbat | eaders for inmediate service in junior ranks, or
should it provide the fundanental education and study to all ow
graduates (a) to assimlate quickly the special skills required for
junior officer service in the basic branches of the Arny, and (b)
after experience and further study, to provide the senior mlitary
| eadership on which the nation depends for its security. W are
convinced that the acquisition of a college education within a
mlitary environnment nust, during the academ c year, have first cal
on the tine and energies of each cadet; mlitary training should be
concentrated in the sunmer nonths. The failure of Acadeny
constituencies to agree on the relative inportance of the
educati onal conponent of the m ssion has hindered the devel opnment of
an academ c at nosphere whi ch di scourages di shonesty.

Devel opment of such an at nosphere has al so been i npeded by the
failure to determne priorities anong conpeting clains on cadets
time. Prior to curriculumchanges adopted this Fall, cadets needed
far nmore credit hours to graduate than are
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required by nost institutions of higher education. The acadenic
pressures have been intensified by the increase, during the academc
year, of mlitary and physical training and cadet |eadership
responsibilities. 1In excess of two-thirds of the cadets surveyed in
1975 stated that they did not have sufficient time to satisfy
overall demands. While cadets may not have been overworked, they
clearly have been overschedul ed.

The Borman Report also inplies that there is a serious trend towards
increasing mlitary skill training during the academ c year. "Many
officers in the Academ c Departnment are disturbed by what they see as a
growi ng di spl acenent of the academi c curriculumand study tine by
mlitary skill training."

As noted earlier, the Study Group finds clear evidence of a subculture
indifferent to academ c studies or achievenent in the Corps and agrees
there is reason for concern. The inplied causes of this attitude, i.e.,
a perceived encroachnent of military skill training and enphasis on
training platoon | eaders, may be sinplistic.

Havi ng had many nonths to build upon the Bornman Conm ssion's work, we
conclude that the negative view of academ c studies results froma
nunber of factors. The problemis conplex and not susceptible to sinple
sol ution.

In fact, there has been no recent increase in the net hours devoted to
physi cal education and mlitarily related activities; there has been a
reduction in both. While Sandhurst conpetition (a mlitary skills
competition between conpany teans) was introduced recently, it should be
noted that it nerely replaces, for the nost part, intranural or
extracurricul ar participation by those cadets involved in the
conmpetition. Routine mlitary activities (except for cadet chain of
command duties) have been reduced for the individual cadet in such areas
as Saturday inspections and parades. Further, the physical education
program at West Point has been sharply reduced over the years and cl ai ns
significantly fewer hours of cadet tinme than the Air Force or Nava
Academ es.

It is the Study Group's view that the disdain for academ c pursuits
emanates from several conditions, anmong them being:

--Certain deficiencies in curricula and pedagogy. These are addressed
in detail in Chapter V, Academ c Program but deserve enphasis.

--The lack of clear support of and enphasis of the acadenm ¢ conponent
by the Tactical Staff, either through lack of interaction with the cadet
or through inadequate appreciation of the acadenm c side of the
institution.
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--A perception anpong cadets that it is difficult to fail academ cally.
Instructors admt that they go to great lengths to avoid failing a
cadet .

--The availability and proximty, during the acadenmic week, of a
nunber of distractions (e.g., novie, gymasiun) which conpete with study
time. In the total peer environnent of Wst Point, the pressure to
yield to these distractions is particularly strong. It should be noted
that the Air Force Acadeny has nore stringent rules concerning
activities on academ ¢ eveni ngs.

--The instant and i mredi ate nature of the demands of " Cadetship."
Distinct fromthe mlitary education and training are the demands of
chain of command duties, inspections, the Disciplinary System and ot her
mani f estati ons of adm nistering the Corps. The "feed-back" on cadet
performance is nearly instantaneous--failure to shine shoes results in
an i medi ate award of denerits. The "feed-back"” on the Academ c side
takes longer and is, consequently, |ess pressing.

--The multiplicity of demands on the cadet. Alnpst all of the cadets
time during the week is scheduled. Yet, they find a good deal of tine
for idle pursuits. Most observers view the problemas a conbination of
the fragnmentation of cadet tinme and the variety of pressures with which

he rmust cope. This situation may not be all bad. |In |learning to dea
with multiple demands and pressures, the cadets nmay be gai ni ng
experience which will pay dividends later. Considering the fact that

West Point cadets are sonme of the best supported coll ege students in the
world, it is not unreasonable to expect themto work hard. But, it is
not our observation that they are overworked; they are overschedul ed,
and the price of this over scheduling is, for some, an inability to set
sound priorities or to do nore than the m ni num acceptable in any area.

O equal concern is the cadet's disdain for things which fall under
the title of "mlitary," a disconcerting phenomenon at the "nationa
mlitary acadeny." The Study G oup detected a subtle cynicism about
things mlitary at West Point which derives fromthe cadet view that
many mlitary related activities are:

--Contrary and capricious, e.g., discipline, the Fourth O ass System

--Trivial and poorly acconplished, e.g., sonme aspects of Mlitary
Sci ence.

The view i s enhanced and sustained, in part, by the poor |eadership
exanpl es of some few Tactical O ficers. Unfortunately, many acadenic
i nstructors encourage such pejorative attitudes towards Tacti cal
Oficers and the mlitary aspects of the institution
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Thus, general cadet anbival ence toward acadenic pursuits and things
mlitary reflects the |ack of a coherent institutional purpose at the
Acadeny.

3. Cadet Rank and the Cadet Chain of Command. The history of the
cadet chain of command is the corollary to the history of the separation
of the Tactical Oficers fromthe cadet conpany. The cadet chain of
command provides for the efficient control and expeditious flow of
information within the Corps of Cadets and for |eadership devel opnent of
cadets. There is an essential conflict between these purposes. The
cadets who nost need | eadershi p devel opnent are those least likely to
performwell in cadet |eadership positions. As a result of this
conflict, cadet rank and chain of command positions are awarded
inconsistently. Wiile not a serious norale factor, it is another of the
nuner ous incongruities facing the cadet. Most Tactical Oficers use a
m xture of reward and devel opmental rationale in designating a chain of
command, which, although reasonably well understood by cadets, still
i npacts on norale. Wst Point should adopt a single, consistent
phi |l osophy for the chain of command to avoid sone of the anbiguity and
i nconsi stency perceived by cadets. In our view, cadet rank in the chain
of command should be on a reward basis only once each academ c year.

Anot her dysfunctional aspect of the chain of command is the nunber of
trivial positions and duties. Many of these jobs should be elim nated.

W would also consider elimnating the Cadet "Commander" at al
| evel s. To sone extent this is cosnetic since cadets would continue to
be involved in the running of the Corps. The nmessage, however, is
totally clear--the one commander of the Corps is the Commandant and the
one commander of the conpany is the Tactical Oficer.

Whi |l e some cadet | eader experience during the academ ¢ year woul d be
lost, the loss is not significant. (One West Point officer observed
that cadets were "practicing to be bureaucrats”). The sumer | eadership
experi ences have nmuch nore inpact on the cadets and their devel opnent.

4. Leadership Evaluation. There has been an increasing preoccupation
with the eval uation of cadet performance outside the classroom Prior
to 1920 there was little need for a formal evaluation system The Corps
was small and the subjective judgnent of the Acadeny staff was adequate
for the purpose of selecting the cadet chain of command; if academ c and
di sciplinary standards were net, cadets were graduated and conm ssi oned.
In 1920 cadets were selected for chain of conmand positions based on a
rati ng whi ch combi ned academ ¢ perfornmance and certain indices of
participation in athletics and extracurricular activities. At the sanme
time peer ratings to evaluate | eadership were introduced. The peer
ratings were not included in the systemused to select the chain of
conmand.
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Significantly, the ratings (academ c, athletic, extracurricular) were
used only for chain of comand selection. In 1941, the Secretary of War
approved a system of evaluation intended to justify the separation of a
cadet (or to graduate a cadet w thout comm ssioning). By 1944, West
Point had a conplete Aptitude for the Service Ratings(ASR) System which
contributed to the General Order of Merit and provided for ratings by
cadets, Tactical Oficers, and others.

In later years both peer ratings and Canp Buckner ratings were
i ntroduced. The system was redesignated the Leadership Eval uation
System (LES). The nunber and frequency of ratings fluctuated, but the
perceptible trend has been toward increased frequency of ratings and
degree of complexity.

The Borman Conmm ssion noted a relationship between LES and t he
cheating subcul ture:

In some instances the Acadeny's Leadership Eval uation
System has been used to enforce at |east toleration of
the subculture. Wth each violation, the subcul ture
and its influence becane nore formn dabl e.

The Study G oup encountered anple evidence that the LES, particularly
cl assmate peer ratings, has been subjected to extensive abuse and
subversion. It also has failed to be of major significance in the
elimnation of cadets. For exanple, only an average of 11 cadets are
separated fromeach class through LES. To many, LES is nothing nore
than an inconsistent, anxiety-producing popularity contest. Though
cadets and graduates perceive the abuses in the system they also
believe that the system particularly peer ratings, provides the nost
valid neasure of potential. Nunerous studies suggest that LES with its
peer ratings is an inportant aggregate indicator of later Arnmy success.
Usi ng these ratings as individual predictors, however, is questionable.
At issue is the reliability of the ratings being rendered at West Point
t oday.

The clear evidence of a strain of unreliability and that there have
been causes of intentional subversion suggest that there should be
significant revisions of the system Part of the abuse is the reward
connection between LES and GOM (in addition to sonme fear of separation).
The anxiety of being rated lowreflects a fear of | owering class
standi ng, thereby adversely affecting branch sel ection, choice of first
duty station, and lineal rank in the Regular Arny.:
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The m ni mum changes required in any effort to restore health this
eval uation system are:

--Elimnate the peer ratings of classmates (perhaps all cadet ratings
ot her than chain of command).

--Sever the relationship between LES and GOM or cl ass standi ng
(elimnation of GOMrecommended el sewhere may render this noot).

--Reduce the adm ni strative burden of LES.

--Instruct cadets in what to evaluate, what aptitude for service
enconpasses, and how to conduct perfornmance counseli ng.

These woul d be the m ni mum changes. Perhaps the better approach woul d
be to elimnate the | eadership evaluation as it now exists preserving
only Tactical Oficer evaluations.

5. Disciplinary System The present USCC Di sciplinary System
reasonably wel| understood by cadets and officers, provides a convenient
formfor recording infractions and defines quite clearly the mninm
acceptabl e behavior in a wde range of areas. |In recent years, the
Di sciplinary Systemregul ati ons have been abbreviated requiring
i ncreased judgnent on the part of the Tactical Oficers, the primary
executors of the system The Study G oup strongly endorses such trends
and concl udes that enphasis should continue to fall on a sinplified and
generalized prescription for desired nodes of conduct rather than on a
detailed list of offenses and punishnents. The latter alternative al
too often becones a shopping list for bad behavior in which the
potential offender weighs his proposed transgression agai nst the
all otted punishnment. Notw thstanding the inproved and i nproving
approaches to the Disciplinary System it still appears overly punitive
inits present configuration. Mst cadets (85% and recent graduates
(72% surveyed describe the Disciplinary Systemas either punitive or
controlling, while only 15% of cadets and 28% of recent graduates
describe it as either educational, admnistrative, or notivational
Experience with the system seens to have the effect of causing an
i ncreasing proportion of cadets to see the systemas punitive. The data
fromrecent graduates now serving as platoon | eaders support the sane
concl usion. Recent graduates al so nost frequently selected the
Disciplinary Systemas the factor which inpacts nost adversely on the
Honor System (this question was not asked of cadets). Regardless of
such perceptions, the Study G oup acknow edges the necessity for rules
and associ ated punishnments as an integral part of any disciplinary
system But, a systemoverly punitive in nature or so perceived can be
counter-productive, it:
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--Fosters m ni mal acceptabl e perfornmance.

--Pronot es devi ous ganmesnanshi p.

--Di scourages m sconduct for the wong reasons.
--Pronotes disaffection with the operators of the system
--Fosters compliance not internalization

--Enforces the "fear-of-failure” syndrone.

--Pronotes an over-appreciation of punitive | eadership

Per haps the nost pernicious effects are the encouragenent of m ni nmal
accept abl e behavior and a view of organizational |eadership based

| argely on rules and associ ated puni shnents. Wen asked how t hey woul d
notivate their troops after graduation when denmerits would not be

avail able, a group of First class cadets concluded that "We'll still
have the Article 15." There are clearly better ways to devel op and
nurture discipline.

W conclude that there is a structural inbalance in the Disciplinary
Systemresulting in a well-defined and wel | -understood system of
puni shnments on the one hand with no correspondi ng or even roughly
anal ogous system of positive incentives on the other. Discipline at
West Poi nt shoul d include nore than punishment; punishnent is incidenta
to discipline and not its purpose. The devel opnent of self-discipline
certainly involves nore than exacting a price for inproper behavior.

There are positive incentives at West Point, but they are not in
sufficient quantity or appropriate quality to balance the well
structured punitive image of the punishnent system-not a one-to-one
correspondence --nor should a cadet be rewarded for nerely doing his
duty; but there should be rewards for uncomon or extraordinary
performance in the routine of cadet life. The considerable body of
privil eges associated with each class may properly be construed as
rewards of a sort, but these rewards or privileges are viewed by cadets
as "rights" attained by virtue of remaining in the systemfor a period
of time and which may be taken away as puni shment.

6. Social Devel opnment. A significant conclusion fromboth surveys
and interviews is the |ack of social maturity displayed by new
graduates. The cloistered atnosphere of the Acadeny, its renote
| ocation and the limted freedom accorded to cadets, shelters cadets
from cont emporary experiences. Both the demands of the academ ¢ and
mlitary prograns and the austere nature of the cadet experience justify
restrictions of cadet freedom However, we believe that the Acadeny
needs to consider carefully changes in the systemof privileges to allow
greater opportunity for maturation. Privileges tend to be
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viewed as rewards; it is inmportant to understand that freedomto | eave
the Acadeny al so has intrinsic value in the devel opment of cadets. The
challenge is to find the proper bal ance.

7. Conpetition. The young men and wonen who cone to West Point have
a strong sense of conpetition. They have conpeted very successfully in
athletics and study activities. They cone to West Point eager for the
chal | enge, and the Acadeny reinforces this powerful notivating
i nfluence. The art of the matter is to help cadets keen their attitude
healthy. Conpetition always has the potential of becom ng destructive.
W nni ng can becone nore inportant than personal standards of honesty,
integrity, and conpassion for others. Wst Point needs to channel
conmpetition away fromthe inter-personal and towards relevant fixed
st andards wherever possible. Wether in academics or in athletics, the
cadets shoul d be challenged by a clear set of objective criteria rather
than by the performance of their peers.

8. The Fourth Cass System The nobst vexing probl em addressed by the
Study Group was the analysis of the Fourth Cl ass System The begi nnings
of the systemgo as far back as Thayer, and so do the abuses. In one
way or another, every Superintendent and every Commandant has had to
cope with the abuses. 1In 1919, Superintendent Douglas MArt hur
formalized a system in part, to elimnate the harsh treatnment of
Pl ebes, a practice which frequently carried over into handling of
enlisted nen in the Arny. |In 1976, Brigadier CGeneral U mer, Conmmandant
of Cadets, said:

Abuses of the Fourth Class Systemrepresent the greatest potenti al
for future public enbarrassnment of the MIlitary Acadeny. W need
to keep asking ourselves the rationale for everything we do within
the Fourth C ass System

The Study G oup readily recognizes the virtues of the Fourth C ass
System It is an effective tool for socialization and equalization of
cadets. And the stressful environnent probably contributes to the
| earni ng and preparati on necessary to becone a cadet. The sense of
pri de and cohesion from having endured a grueling experience are clear
contributors to individual and group confidence. Mreover, it is an
i nportant elenment of the traditional West Point Experience.

But, the Conmittee is seriously concerned over both the potential for
abuse and the potential ill effects of the systemitself.
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Every year in the recent past, Cadet Basic Training--Beast Barracks--
begins with the strict intent to provide supportive and positive
| eadership in a demandi ng environnent. But soon, as one long-tine

observer puts it, "the mad-dogs of August are unleashed." It was
reported to the conmttee that in 1976: "At the end of the first week
the King of the Beasts called in the detail and told them ‘I want to

see some snoking butt out there.’"

At the same tinme there are exanples of nmore supportive | eadership, and
there are clear indications that those cadets exposed to such | eadership
perform better both during CBT and after joining the Corps. But, far too
much negative | eadership remains. And in Septenber, when every Plebe is
totally subject to every upperclassman, the difficulty of nonitoring the
system mul tiplies.

Thr oughout the year reports of problens ranging from personal services
to verbal abuse and threats to run Pl ebes "out of the Corps" continue.

It has been said that the thing wong with the Fourth C ass Systemis
not what is does to Plebes, but what it teaches upperclassnmen. And,
i ndeed, Plebes are somewhat stoic and phil osophi cal about the system
al though they view it as unfair and abusive. O course, this year's
Pl ebe is next year's upperclassnman, and the | essons | earned are not
lost. And it is this self-perpetuating nature of the Plebe | eadership
experience which is so frustrating. Based upon a study of the Fourth
Cl ass System an earlier Commandant established new precepts for the
treatnment of Plebes. The Commandant noted:

...Commencing on the first day of New Cadet Barracks... the d ass
has been functioning under the follow ng percepts:

a. To treat Plebes with the sane dignity and respect an officer
di spl ays towards an enlisted man

b. To assunme fromthe outset the Plebe had performed commendably
while in secondary school in order to qualify for entrance, and was
notivated to be a cadet, otherw se he woul d not have entered the
gates; then to build upon his past performance and his notivation.

C. To realize that the mssion is to train, devel op and support
the Plebe, not to terrorize, threaten, degrade or humliate him
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But the Commandant was reassigned early in the Fall, once again, the
continuity of purpose was broken and the self-perpetuating system was
triunphant.

The Study Goup is not only concerned over the difficulty in
el i m nati ng abuse but also with sone fundanental aspects of the system
itself. We have concern over:

--The total and pervasive authority over Pl ebes.
- - Fundanent al assunpti ons about stress.

Basic to the abuses of the systemand to the negative | eadership
experience is the near absolute authority held by upperclassnmen. The
Study Group has not done exhaustive review of psychol ogical research in
authoritarian rel ationships. There is, however, evidence which suggests
that absolute authority not only encourages harsh and abusi ve behavi or
by the person in authority, but also encourages weak, indecisive, and
negati ve behavi or by the person subjected to the absolute authority.

Mor eover, since all upperclassnmen wield authority but have routine

| eader responsibility only to the Plebes in their conpany, it becones
authority without responsibility and can be subject to capricious use
when applied to others.

In practically every discussion of the Fourth C ass System one
encounters the fundanmental assunption that stress, however produced, is
benefici al . Significantly, the official systemrefers to "controlled
stress." Stress properly controlled, probably does enhance | earning and
shorten the adjustment period, but whether it devel ops a person who can
function effectively under future stress is less clear. The ngjor
problemis that the systemis adm nistered by upperclassmen who do not
understand stress, how it operates, or its potential for harm In fact,
part of the inplicit |ogic supporting the continuance of harsh
| eadership is that "stress is good for the Plebe, it is easy to create
stress by yelling, ergo, yelling is, if not good, not too bad." Many
cadets express the idea that they are left without |eadership tools if
t hey cannot deprive Plebes of food or use verbal abuse. This belief, of
course, ignores the fact that stress, if that is the aimof the system
can be created in a nmuch nore productive fashion through cal mand even
supportive challenges to neet demandi ng standards. Moreover, in its
eval uative function, the stress aspect of the Fourth Cl ass System al so
may be produci ng negative effects. A young man or woman who deci des not
to put up with the stress induced by negative, abusive | eadership and
pur posel ess activity may be, in fact, denonstrating the qualities of
intelligence, independence, and maturity that West Point and the Arny
want .
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That there is something wong with the nmethod of inducing stress is
inmplied by a recent study of the Fourth O ass System whi ch nmakes the
fol |l ow ng observati ons:

That the unstated mssion . . . of creating a stressful environnent
for the new cadet . . .(and) the stated m ssion of devel opi ng

| eadership skills of the upper classes are antithetical and w ||
remain so as long as the upper classes are expected to do both,
provide a stressful environnment and | earn nodern | eadership

t echni ques.

Unfortunately, the study falls into the sinplistic trap already

di scussed. It accepts the contention that stress can only be created
t hrough abuse. We find it difficult to accept practices at West Point
that are not transferable to the Arny. There remains the question of
whet her stress is the goal of the system it may be only a by-product.
The true chall enge of the systemmay be sinply to devel op habits of
responsibility and self-discipline by meeting rigorous but reasonable
demands.

In summary, the Study G oup views the Fourth Cass Systemw th nmuch
anbi val ence.

--We recogni ze that there are abuses in the system but we al so
recogni ze its uses. Thus, we cannot yet justify recomending its
el i mnation.

--However, we think the Fourth O ass Systemcarries the seeds of
continuing, self-perpetuating failure unless significant changes are
i nt roduced.

--1f the closed cycle of dysfunctional |eadership involving the Plebe,
t he upperclassnmen, the new graduate, and the Tactical Oficer cannot be
broken, we woul d encourage the abandonnent of the systemfor a | east
four years with its reintroduction being carefully designed froma "zero
base. "

Anot her, sonmewhat m nor observation of the Study Group relates to
Fourth O ass know edge--or "Plebe Poop. " Wat originated partly as
col l ege hunor and partly as a nmeans for preserving traditions has becone
a purposeful, time-consum ng system It seens bizarre to give witten
exam nations on "Pl ebe Poop" and to interlace the traditional with a
sort of psuedo-rel evance enbodied in |earning the specifications of
m ssil es, tanks, and other hardware. W discovered that the i nformation
was neither well understood nor |ong remenbered.

9. The Advent of Wnen. W noted with satisfaction the conpetence
and sincerity that have characterized West Point's efforts to integrate
wonen cadets into the routine of Acadeny life. The results of prior
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pl anni ng and the sense of commtnent on the part of West Point are
evident. Many of our observations may only suggest areas to be watched
i n subsequent eval uati ons.

--The Effects of the Plebe Year. Though nmen have undergone the rigors
of Pl ebe year for decades, the data obtained may not be conmpletely
transferable to women who may not react with the sanme psychol ogi cal or
physi ol ogi cal manifestations as their nmale counterparts.

--Appropriate Role Mbdels. There are currently few wonen officers on
the staff and faculty. Consequently, the femal e cadets have a limted
nunber of role nodels for emulation. O significance is the absence of
a woman Tactical Oficer. As the Tactical Oficer is the nost visible
and i nfluential nenber of the non-tenured staff and faculty, the absence
of a female Tactical Oficer would seemto be a probl em

--Specialty Selection for Wonen. Though at |east three years distant
at this juncture, the question of specialty choice for wonen graduates
will continue to becone increasingly inmportant. Interest will come not
only for the wonen cadet as she grapples with the realization of
eventual comm ssioning and its concom tant responsibilities, but also
from ot her observers both inside and outside the Acadeny. Early study
and resolution of the specialty options available to wonen cadets woul d
seem key to alleviating potential areas of m sunderstandi ng or
conf usi on.

10. Sex Education. Gven both the intensity and proximty of |iving
conditions at West Point, there would seemto be a need for sex
education that addresses the mutual responsibilities and obligations for
both sexes living in such an environnment. The education should be
straight forward, mature, and sufficiently broad to enconpass
physi ol ogi cal features, reproduction, contraception, hygiene, and
responsibility.

F. Mlitary Education and Training

1. Overview. One of the coments of the Borman Report and a
recurring theme frominterviews with senior officers, both active and
retired, is that West Point should not be in the business of producing
branch qualified lieutenants. Most hold this view because of a concern
that such extensive mlitary training will, inevitably, erode the
academ c side of the Acadeny, either through direct conpetition for time
or through attraction of interest, or both. Ohers, conceding that
branch qualification is reasonably within reach and not necessarily a
negative force, are nore concerned over the added pressure and intensity
of the West Point experience. The Study G oup was struck by the
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unrem tting purposeful ness of West Point in its every activity. For
exanpl e, after having heard from graduates of several years ago of the
virtues of the Third C ass sunmer at Canp Buckner in terns of class
cohesion and a rel axed but productive field training program we are
surprised by the intensity of the contenmporary Third C ass Summrer
While the official schedule would argue that there is anple free tine,
the schedule fails to reflect a nyriad of things which absorb the
cadet's tinme (e.g., preparation for training, travel to and from Fort
Knox) .

Whil e specialty qualification probably can be acconplished in the
sumer without interfering with academ ¢ studies, the price increased
intensity of the cadet experience probably nmakes it unw se. Moreover,
the nature of recently planned changes in O ficer Basic Schools nake it
clear that, in two or three years, it would be nearly inpossible to
achi eve specialty qualification wi thout a major inpact on the cadet and
probably the academi c curricul a.

This is not to say, however, that one should sacrifice quality
training, perhaps some of which is specialty related, or fail to give
the West Point graduate unique intellectual depth in the profession of
arms. Unfortunately, the issue of academ c education versus mlitary
training, the inherent duality of West Point, is too often m sunderstood

and debated in inprecise and inproper terns:

--Mich of the criticismof that called "Mlitary" centers on Cadet
regul ati ons, Cadet discipline, and other uniquely cadet activities,
whi ch are viewed as harassing, inconsistent, and fundanentally unfair.
The issue is not whether there should be regul ati ons and discipline but,
rather, is the application of regulations and discipline even, sensible
and mat ure.

--Too frequently the responsibility for providing experience rel evant
to the Arny is translated into the sinplest of skill training rather
than into the requirenent for an intellectual grasp of the mlitary
calling and the alignnment of |eadership practices with those in the

Arny.

--Mich of that which is done could be nuch inproved, yet the issue is
seen only infrequently as a matter of quality.

--Anything mlitary is frequently considered unintellectual or
antithetical to academ c pursuits.

In short, the frequently enotional and al ways inprecise debate fails to
address the inportant issues. The Study G oup sinply cannot accept the
inmplication that bad |ieutenants nmake good generals or that West Point
shoul d concentrate on devel oping lieutenants rather than
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generals. These are fal se choices, choices that should not be posed to
West Point. W believe that cadets can be given better than average
pre-conm ssion skills, relevant and beneficial |eadership experiences,
and a unique intellectual grasp of the mlitary. But, the tone,

content, and quality of the "mlitary" conponent are not adequate to the
t ask.

2. Academic Year. The MIlitary Science instruction during the
acadenmi c year closely approximtes that taught in any ROTC program and
is faithful to the pre-conm ssioning objectives established by the Arny.
The content and sequencing are tailored to prepare the cadet for sumrer
training, e.g., squad tactics are taught in the spring before Buckner.

G ven, however, the sizeable anpbunt of tinme available for mlitary
training overall in the academ ¢ year and sunmer, there i s enornous
opportunity cost in the current program West Point, alone anong the
pr e- conmi ssi oni ng sources, offers the opportunity to provide
intellectual depth in the study of the mlitary profession--nost things
required for mlitary skills can be provided during the sumrer period-
and the academ c year provides the opportunity for a unique experience.

The committee strongly urges major changes in the curricula and
pedagogy for Mlitary Science.

--Courses should be provided in subjects with intellectual content.
Sone exanpl es are Evolution of the Mlitary Profession, Conparative
Mlitary Systens, Mddern Warfare, Professional Ethics, and the Anmerican
Sol di er.

--Both to bridge the gap between military professional instruction and
academ c studies and to reinstitute the role of the Tactical Oficer as
instructor and teacher, classes in Mlitary Science should call upon
Academi c Instructors and Tactical Oficers as teamteachers.

3. Summer Training. The West Point: summer training programoffers a
great opportunity to give the cadet chall engi ng experience and
meani ngful | eadership opportunities. The current programis both popul ar
with cadets and effective in providing training and experience for
devel opnent as Arny O ficers. Nevertheless, the Commttee feels that
there are sone inprovenents which could be made. These i nprovenents
feature:

--Introduction of a sunmer program placing the cadet in the training
base as a "Drill Cadet" assisting the Drill Sergeant. The cadet is well
founded in the School of the Soldier and in basic rifle marksmanship.
Wth these skills, the cadet could be exposed to a realistic |eadership
situation as a trainer. Both the Air Force and
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the Navy already have a simlar program W believe this programwl|
serve to attenuate sone of the negative | eadership experiences by

pl acing the cadet in a real mlitary environment. It is also inportant
to note that it is intended that the cadets not be given officer
privileges while in the field; rather they should get a total

appreci ation for the nonconmm ssioned officer role.

--Elimnation of sonme Cadet MIlitary Skill Training (A rborne, Ranger

etc.). We seriously question the cost and utility of sonme of the Skil
Training, particularly expensive training which has |imted application
and offers little return to the Arny. And we would sacrifice all Skil
Training prior to graduation if necessary to free Second Cl ass summer
for the Drill Cadet Program W do acknow edge the val ue of Ranger and
Ai rborne Training, but these could be taken after graduati on.
Alternatively, the sacrifice of sone | eave would all ow both Airborne and
Drill Cadet Training in the sanme sumer.

--Elinmnation or reduction of First Class Participation at Canp
Buckner to free the First Cass Cadets for nore rewarding activity such
as branch-oriented Cadet Troop Leader Training (CTLT). The new Third
O ass could assune the major responsibility for running their own
organi zation and much of the training. There is precedence for this
arrangenent, and we think it would be beneficial to the Third d ass.

--Reduce the ampunt of | eave for sone cadets as required to neet the
demands of the recommended training.

--Retention of Cadet Basic Training (CBT). This is one of the nore
i nportant aspects of the cadet experience. Wile we do not believe that
cadets retain the substance of CBT (anal ogous to Arny Basic Training)
t he physical training, the demandi ng schedul e, and general environnment
are inportant to the transition fromcivilian to cadet.

--Retention of Cadet Troop Leader Training (CTLT) but conducted in
First dass summer and with branch-rel ated experience. The CTLT "3d
Li eutenant” programis universally applauded as providing a realistic
experience for cadets. By providing for tentative specialty selection
in Second C ass year and conducting CTLT during First C ass sunmer, we
see a somewhat nore rel evant experience.

The opportunity for nonconm ssioned officer experience in the Arny
(Drill Cadet) and for specialty related "3d Li eutenant" experience
(CTLT) is an inportant change to sumer training, exploiting the
opportunity to make West Point training unique.
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In summary, the preferred summer training programis:

Fourth d ass Sunmer Cadet Basic Training
Third O ass Sunmer (CBT) Cadet Field Training
(Canp Buckner)
Second C ass Sunmer Drill Cadet (and, possibly, Airborne)
First C ass Sunmmer CBT Detail and CTLT

4. Physical Education. Physical conditioning is critically inportant
to the Arny conbat arns officer, and physical education is done
exceedingly well at West Point. Although physical education absorbs a
good deal of the cadet's energy, we are reluctant to recomrend reducing
t he schedul ed hours. The actual schedul ed hours have been decreased
over the years and are fewer than either of the other major academ es:

Phys Ed

C asses Tests I ntramural Tot al
USMVA 127 hours 12 42/ 9* 181/ 9*
USAFA 146. 7 12 90 248. 7
USNA 137.5 32 60 229.5

*There are 9 optional hours in Spring Intranmurals. The 181 nandatory
hours conpare to approximately 225 total mandatory hours in 1958.

Wiil e we woul d not reduce the schedul ed hours, we are concerned over
the | everage exerted upon the cadet by the Ofice of Physical Education
(OPE) grading system Many of the grades are awarded on a normative
basi s (highest grade based on best individual cadet perfornmance, with
set percentages for failures), thereby introducing the potential for
never - endi ng physical conpetition. It seens that a m ni mrum absol ute
standard shoul d be established with either Pass/Fail grading or
successi ve absolute | evels for higher grades.

Anot her concern of the study group is the program for wonen cadets.
It is our observation that there is a near obsession at Wst Point when
gi ving wonen, as nearly as possible, the sane physical education program
as nen. Qur intuitive feeling is that the physical stress is excessive
and that the |l evel of physical conditioning being demanded may not be
justified for future service. The justification
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for the physical education programis frequently that "equal effort” is
being extracted fromboth male and fermal e cadets. Wiile the idea is
appealing in support of the assertion that there is a "singletrack," we
are uncertain that such a precise distinction can be nade.

5. Specialty Assignnents. Traditionally, the selection and
assi gnment of specialties (Branching) at West Point has been done by GOM
standing. The Study G oup has advocated elimnation of GOM and we
understand that it has been elimnated. The issue nowis to devise an
al ternate branchi ng net hod.

On exam nation, it seenmed sensible to consider a way to assign
speci alti es based upon denonstrated ability and aptitude rather than
i nterpersonal conpetition. The solution appears remarkably sinple:

--Department of Arny would assign tentative specialty quotas to West
Poi nt during the spring of Second Cl ass year, thereby permtting branch-
related "3d Lieutenant” training.

--\West Point would then assign tentative specialties to cadets based
upon: branch preference, academ c performance, mlitary performance,
and other criteria such as interesting.

We visualize a continuing dial ogue between West Point and Arny
per sonnel managers which mght result in adjustnents to quota
all ocations prior to tentative sel ections and coul d enabl e changes and
real l ocations after the branch-related CTLT.

The Study G oup did not exam ne in detail the issues of which
speci alties should be avail able for wonen or the inplications of
allowing mal e cadets routinely to select other than conbat arns. Any
review of specialty selection for male cadets nust, inevitably, consider
the policy for men. W note, however, that the graduation of conbat
arnms | eaders is a unique rationale for West Point.
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CHAPTER VI |

| NTERCOLLEG ATE ATHLETI CS

A. | nt roducti on.

The athletic program at West Point, enconpassing extracurricul ar,
intramural and intercollegiate activities, plays a mgjor role in shaping
t he Acadeny environnment and contributes directly to the cadet
devel opnent process. Aside fromcertain facilities shortfalls, the
extracurricular and intramural athletic prograns are sound, while the
intercollegiate athletic programneeds revitalization. The recent
efforts towards inprovenment need to be continued and intensified.

Al though the Arny Athletic Association (AAA) fields nore
intercoll egi ate teans whose yearly w nning percentages are consistently
better than nost undergraduate schools in the country, the perception of
success of the intercollegiate athletic programhinges directly on the
achi evenents of the nmmjor sports, especially football. Wen mjor
athletic teans fail to produce outstanding results, to include wi ns over
ot her service academ es and nationally recogni zed teans, there is a
resul tant negative inpact on the esprit de corps of the comunity, the
national inmage of the Acadeny, and the financial posture of the AAA

In recent years, athletic teans in major sports at the Acadeny have
not had inpressive records. The 1957-1976 record of the traditional
maj or athletic teans that conpete against Navy reflects a losing trend.
In the last five years, the net results against Navy are striking--11
wins, 39 losses and 2 ties. Traditional rivalries aside, results of
intercollegiate athletic conpetition with the other service academ es
are especi ally neani ngful since each faces, by and | arge, the same
recruiting chall enges.

Several factors have contributed to a general |ack of intercollegiate
athl etic success. These key factors include: |ack of an institutiona
commtment to intercollegiate athletics, role and conposition of the
Athletic Board, the tenure and qualifications of the Director of
Intercollegiate Athletics (DIA) and the organizati on and nmanagenent of
the Arnmy Athletic Association

B. Institutional Conmmitnent to Intercollegiate Athletics.

Excel lence in athletics is as inherent to the mssion of the Mlitary
Acadeny as excellence in studies and mlitary training. USMA
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intercollegiate athletic teans, representative of the institution, are
expected to excel in conpetitive athletics. Institutional commtnent to
excellence in intercollegiate athletics can be achi eved w t hout
detrinent to other outstandi ng Acadeny prograns and can be manifested
by: clearly defined statements of intercollegiate athletic policy;
expression of concise intercollegiate athletic goals and objectives;
visible efforts to increase the degree of alumi support through the
Associ ation of Graduates; construction, operation and mai nt enance of
outstanding athletic facilities; frequency of visits of Acadeny
officials at team practices, NCAA contests and press functions;

ent husi astic, voluntary spectator support at team practices and games by
the entire West Point community; the degree of professionalismexhibited
in the managenent of the intercollegiate athletic program and finally,
making this commtnent to excellence visible to the Corps of Cadets.

Informal |y, the Acadeny does have a goal relative to intercollegiate
athletics--win 75% of the contests and at | east 50% agai nst ot her
service Academ es. Although a step in the right direction, a nore
compl ete statenent of objectives should be devel oped and pronul gat ed
formally for each sport which would include the | evel of conpetition,
the degree of national recognition desired, and post-season conpetition
aspirations. An expression of such objectives can serve as the nucl eus
of a "win" philosophy at the Acadeny which coaches, managers, and
officials at all levels of the Academy should support in the overal
adm ni stration of the intercollegiate program

The lack of institutional commtnent is al so apparent in the nediocre
athletic facilities. A promnent Review Panel on Intercollegiate
At hl etics and Physical Education appointed by the Superintendent in 1972
decl ared as inconceivable the fact that the Nation would all ow the
athl eti c and physi cal education departments to function with the
medi ocre facilities which currently exist.

The Acadeny nust not be satisfied with nediocre athletic facilities
and must provide for their tinely replacenment or renovation. During the
past ten years, nore than 80 NCAA school s have built new basket bal
facilities. Seventy-five percent of these have seating capacities of
5,000 or greater and 48 percent seat nore than 10,000. In addition, 29
NCAA schools will conplete new basketball facilities in the next five
years. At West Point, the current basketball floor is over 38 years old
and located in a field house of equal vintage. The basketball court and
stands, not only unsatisfactory for a basketball facility measured by
today's standards, al so preclude effective utilization of the field
house for nore suitabl e purposes. The current hockey facility,
constructed in the early thirties, also needs a repl acenent.
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At West Point the current 1,500 seats for hockey and 3,100 for
basket bal | have been marginally adequate at best. |In recent years,
experi ence shows that standing roomonly has been avail able for ganes
wi th recogni zed opponents and, given adequate facilities, greater
attendance can be pronoted. The Acadeny should plan on a priority basis
for greater seating capacity for both hockey and basketball. Seating
capacities of about 4,000 for hockey and 7,000 for basketball appear to
be reasonabl e considering construction costs and future attendance
expectations. Oher priority needs include renovation of the football
stadi um gymmasium al terations, and additional outdoor athletic areas.

Anot her area of support for the USMA intercollegiate athletic program
not fully exploited conpared to other institutions, is the A umi
Associ ation. Declarations of noral support fromtrustees as well as
contributions to athletic prograns and facilities should be solicited so
that alumi interest and support conpl enent the Acadeny's institutional
commtnment to athletics. Recent efforts in support of the astroturf
project for football serve as an exanple of the potential benefits to be
derived fromincreased alumi invol venent.

The Superintendent nust be the catalyst in the devel opnent or
el aboration of the institution's commtnent to intercollegiate
athletics. Once the institutional conmtnent is defined and understood
by the community, organizations can be formed or structured to attain
stated goals, and managers can devel op reasonabl e plans to achi eve
obj ecti ves.

C. Athletic Board

Enpl oyi ng a board, council, or conmittee to advise college or
uni versity executives on athletic policy matters is a standard practi ce.
The diversity and intensity of the West Point curriculumdictate the
need for a representative, know edgeabl e body to advi se the
Superintendent on athletic policy. Presently, the Acadeny supports
approxi mately 59 sports at |levels which include intercollegiate, club,
i ntramural, physical education instruction, and recreation services.
The diversity of the programis further anplified by the existence of
intercollegiate "JV' or freshman teans backing up nost varsity squads as
wel |l as the imm nent establishment of a conparable structure for wonen
cadet s.

In conmparison to athletic commttees at nost other schools, the
Athletic Board is unique in its composition and scope of deliberations.
In addition to a bal ance of faculty nenbers and representatives of other
university activities, many institutions include students and al umi on
their boards whereas the Athletic Board at West Point is weighted
heavily with senior personnel. 1In the majority of institutions,
al t hough not specifically stated, athletic commttees exist as nuch for
t he purpose of serving as a conmunity soundi ng board to assist athletic
department heads as they do for advising institutional executives on
specific athletic policy.
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Because of the authority of the Athletic Board, the degree of autonony
accorded the Director of Intercollegiate Athletics at West Point to
manage Arny Athletic Association business is noticeably | ess than that
found at other institutions. The Athletic Board involves itself in the
operations and business practices of the AAAin great detail, which may
be attributed to a | ack of confidence I n AAA nanagenent. Conversely,
AAA managenent may not have been effective because of this involvenent.
Anot her possible reason for Athletic Board's involvenent is the threat,
real or imagined, of "big tinme" athletics detracting fromthe mlitary
and academ ¢ prograns. \Whatever the reasons, the Director of
Intercoll egiate Athletics cannot be held reasonably accountable for
managenent of the AAA as long as the Athletic Board continues to
exercise direct influence and invol venment on nost facets of AAA
operati ons.

Based on a review of other institutions' experience, a standing
commttee on athletics, advisory to the Superintendent on athletic
policy matters, could ensure an integrated, coordi nated and bal anced
program at West Point. Since the expansion of the Corps in the md
sixties, a significant growth in extracurricular athletic activities has
occurred and is growing further with the introduction of wonen cadets.
Several activities, to include the AAA, Ofice of Physical Education
(OPE); Cadet Activities Ofice (CAO and Recreation Services Division,
conmpete for West Point's limted athletic resources. The need for an
organi zati onal focal point to ensure a reasonabl e bal ance anong these
conmpeti ng demands has becone increasingly apparent. In lieu of the
current Athletic Board, a representative athletic conmttee, advisory in
nature and responsible for |ooking at the total athletic program to
include facilities, should be considered.

In the final analysis, regardl ess of how such a commttee is
structured, it is inperative that it be advisory to the Superintendent
so as not to infringe on the nmanagenent prerogatives and
responsibilities of the DIA. In this regard, the charter of the
athletic commttee should be as precise and definitive as possible.

D. Director of Intercollegiate Athletics (D A).

In today's conmpetitive world of intercollegiate athletics, one of the
greatest challenges to athletic directors is business managenent. Al
athletic directors interviewed advocated the increasing need for
busi ness experience and ability to manage a successful athletic program
In addition to business experience, the DI A should also be a Wst Point
graduat e know edgeabl e of intercollegiate athletics. |In short, precise
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selection criteria for the DI A should be determ ned, pronul gated and
appl i ed when the occasion for his selection requires. Further, the
performance of the DI A should be evaluated not only on the won and | ost
colum and the financial posture of the AAA but additionally on his
relationship with the community and the institution. Lastly, the
position of DI A should be accorded additional prom nence by including
hi mas a nmenber of sel ect Acadeny committees or boards so that better
comuni cati ons and under standi ng are establi shed.

E. Arny Athletic Association (AAA.

In the last 20 years the AAA managenent structure has expanded with
the proliferation of assistant athletic directors and coaches reporting
to the DDA. This wide span of control, short tenure of the DA and the
dom nant role of the Athletic Board may have been responsible for
deficiencies in long-range financial and facilities plans, pronotional
acconpl i shments, and overall organi zational effectiveness. Expeditious
functional realignnent and revitalization of the AAA is necessary to
provi de for a dynam c organi zati on which is conpetitive within the
Academy and NCAA environnents.

The AAA has proliferated the title of "Assistant Athletic Director"”
wi t hout attendant increases in responsibility accorded such positions.
At present, the DI A has five assistant athletic directors, four
additional activity nmanagers and nore than twenty varsity coaches
reporting to him Fewer assistant athletic directors with broadened
roles would reduce the current span of control of the D A

Appropriated fund support for intercollegiate athletics derives from
mul tiple sources. The current |evel of funding has been reached
incrementally over many years and appears to have been deterni ned
primarily by availability of appropriated funds at West Point and not
t hrough consideration of entitlenents or requirenents of the Ofice of
the DIA. In conparable civilian institutions up to two-thirds of
athl etic operation budgets are supported by the school or the al umi
fromfunds other than the athletic departnents.

The AAA has not placed sufficient enphasis on inprovenent of financial
posture through increased pronotional activities and prograns. Ticket
sal es, local AAA chapters, and fund raising canpaigns in coordination
with activities sponsored by the Association of G aduates could be
further exploited to reduce the financial burden. Additionally, the
absence of a long-range financial plan provides the opportunity for
i nadvertent, inconsistent and unecononi cal decision making by AAA
el ements responsi ble for financial managenment and pl anni ng.
Organi zational ly, the ticket manager has been an assistant director
equal to the business
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manager. The recent decision to place ticket managenent under the

Assi stant DI A for business was sound. Consideration should al so be

gi ven to conbi ning ot her AAA functions that inmpact directly on financia
managenent. Such reorgani zati on woul d establish clear responsibility
and authority for financial nanagenent and busi ness functions under one
organi zati onal el enent and enhance coordination for those activities
whose rol es inpact on the AAA financial posture.

Most major institutions give considerable enphasis to athletic
pronoti on because of its mmjor inpact on revenue and recruiting. The
pronotional challenge at the Acadeny exceeds that of nobst institutions
because of the magnitude of the athletic program the corresponding
resources required to sustain it, and the expectations generated from
West Point's past reputation for excellence in athletics. As part of
the overall pronotion effort, nedia coverage of Arny athletics in the
locality of West Point and vicinity is excellent but the Acadeny is a
national institution and aggressive efforts should be nmade for extensive
nati onal nedia coverage. The AAA contributes to the total pronotiona
program of the institution by scheduling intercollegiate contests
geographi cal Iy di spersed on a national basis. Because the Acadeny
strives to attract outstanding scholar athletes fromall over the
country, conprehensive nmedia coverage nationwide is essential to
capitalize on its geographically representative scheduling.

Press relations provide the nmeans to generate good nedi a coverage.
Coaches, professors, officer representatives, key institutional
executives, cadets, and staff and faculty should support the DIAin this
i nportant program It is the perception of many personnel affiliated
with intercollegiate athletics that top mlitary officials at the
Acadeny are reluctant to endorse the pronotional effort in an outward
aggressive manner. To further enhance this program press relationships
and facilities for major athletic events require inprovenent.

The established office for pronotion of intercollegiate athletics at
West Point is the Sports Information Ofice (SIO which is a branch of
the Public Affairs Ofice (PAO. Although supportive of many of the
i nformati onal needs of the AAA the office is not staffed with
sufficient personnel or with the requisite expertise to maintain an
aggressive, well rounded pronotional program Consequently, sone
essential pronotional functions are del egated to assistant athletic
directors and coaches. The AAA shoul d consider the establishnment of a
pronoti onal office, headed by a qualified individual on a persona
service contract basis, under which the present Sports Information
O fice would function as one part.

The responsibility of the Director of Athletics to encourage

out standi ng scholar athletes to attend the Acadeny cannot be
over enphasi zed.
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Consi dering contenporary attitudes concerning a career as an Arny

of ficer, the demandi ng academ c curriculum and the five-year
obligation, it is another of the nost challenging responsibilities of
the DI A. Because of its inportance, visibility and controversy, the
process enpl oyed by the DIA to encourage scholar athletes to seek
adm ssion to West Point warrants constant eval uati on and enphasi s.

An athlete sel ection programrequires significant assistance from
out side sources in order to be successful. The key to success is
comuni cation through efficient and effective dialogue with the field.
The current athletic recruiting programis only marginally effective.
Significant inprovenent nust be nmade in this inportant area. Regardl ess
of the ability of the coach, the quality of the athlete determnes
eventual success in attaining a winning program Qur research indicates

that nmany athletes recruited by the Arny Athletic Association have
failed to earn a letter in the sport for which they were recruited.
Certainly this area needs inmediate attention. Statistics should be
carefully conmpiled in order to determ ne the effectiveness of the
recruiting program Acadeny graduates, especially former |ettermnen,
have indicated to the study group their dissatisfaction with the current
recruiting programin that they have little opportunity to participate
in the system This inportant source of assistance should be exploited
by revising current recruiting prograns.

Because of the significant influence a coach has on the cadet
devel opnment process, a large part of the criteria used by the AAAto
select a suitable coach is already predeterm ned--simlar to the
criteria for a tactical officer, instructor or staff nenber. The key
variables in the selection process for a coach are professionalismand
conmpetence in his sport. In recent years the |level of coaching
expertise considered or even the decision to hire or fire a coach or
assi stant coach was based primarily on the AAA financial posture w thout
sufficient consideration of the needs or priorities accorded each sport
as part of the overall program The required degree of professionalism
and conpetence desired of a coach of a particular sport should be
predi cated on the goals and objectives of the institution for the
particul ar sport. Since nore than 20 varsity teans engage in NCAA
competition, and sports for wonen cadets will soon be added, deci sions
concerning priorities anong sports and | evels of conpetition by sport
nmust be made. Such ordering of priorities by conpetitive level wll
pl ace each sport in proper perspective and contribute to the
establ i shnment of reasonabl e coach selection criteria.
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The nunber of civilian assistant coaches authorized in order of
priority, by sport, should be clearly stipulated on a tinely basis.
Institutional goals for each sport and the experience of other
successful institutions in that sport should be considered. Criteria
for civilian assistant coaches should include utility as assistant or
head coaches in other sports. Contractual arrangenents for civilian
assi stant coaches, to include those with dual capacity, should be
relatively consistent and conpar abl e.

In addition to the ability of the coach to win, to recruit, to assune
a |l eadership role with cadets, and to represent the institution, his
performance al so should be neasured on admnistrative ability to include
participation in the budget process. Al coaches should be required to
participate in the conpl ete budget process, to accept the responsibility
of operating within nutually agreed upon budget limts, and to nmake a
positive contribution to nore effective financial managenent. The
mai nt enance and annual update of a three-to five-year budget projection
should in itself serve as the needed catal yst to ensure greater coach
partici pati on and accountability.

Because of the unique environnment of West Point, intercollegiate
athl eti cs have probl enms and chal | enges not found at civilian
institutions. |Innovation, dedication, and institutional commtnent are
required to ensure excellence in intercollegiate athletics. Athletics
play an inportant role in the cadet devel opnent process and all
concerned shoul d neasurably contribute to this process.
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CHAPTER VI | |
EXTRACURRI CULAR ACTI VI TI ES

Extracurricular activities can play a vital role in devel oping the
cadet into a well-rounded Regul ar Arny officer. Wen they are
br oadeni ng, educational, and voluntary, they contribute to cadet welfare
and noral e and enhance cadet intellectual, physical, and noral
devel opnent. Cadets nmay participate in intercollegiate athletic
competition, other than varsity sports, through such club sports such as
rugby, volleyball, and water polo. Although free to join any activities
that interest them they are cautioned agai nst becom ng unw sely
overconm tted.

The Cadet Activities Ofice (CAO is responsible for the supervision
of all clubs or activities. Activities are started or ended accordi ng
to cadet interest; final approving authority rests with the Comuandant.
The CAO nonitors this interest level very closely, in part by review ng
annual ly the mnutes of all clubs. O course, budgetary restraints al so
check unwarranted growth in the types and nunbers of activities offered.

The clubs or activities are categorized into six groups (see Figure
1): academc group (17), conpetitive athletic group (15), mlitary
skills group (8), recreational group (3), religious participation group
(10), and support group (26). Each group is nonitored by a specific
office having a direct interest in that group. For exanple, the Director
of the Ofice of Physical Education nonitors the conpetitive athletic
group; the Director of the Ofice of MIlitary Instruction has
responsibility for the military skills group; and the Chaplain | ooks
after the religious participation group. G oup nonitors provide
gui dance and assi stance to the various officers-in-charge, recomend
changes in activity policies and regul ati ons, and submt nom nations for
of ficers-in-charge. The officers-in-charge (OC) are volunteers from
the staff and faculty, who are endorsed by the Conmandant and approved
by the Superintendent. The O C supervises the cadet-in-charge (ClC) of
the activity, enforces pertinent regul ations, and attends cl ub neetings
and trips.

The Study G oup found that the Cadet Activities Ofice, functioning
under the Commandant, was generally innovative and enthusiastic in
serving cadets and their guests. There have been several recent changes
that reflect nore efficient nmanagenent. Budgetary and fund di sbursing
activities are consolidated under a single manager. Presently, new
contracts are being negotiated for cadet use of hotels during foot bal
trips in order to provide better but |ess expensive facilities. The
cadet hostess has been given nore autonony in order to inprove her
effecti veness.
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The Study G oup concludes that extracurricular activities at West
Poi nt are well managed and serve the needs of the cadets. Numerous and
vari ed, they broaden cadets intellectually, physically and
prof essionally and expand their interests.
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CADET EXTRACURRI CULAR ACTI VI Tl ES
UNI TED STATES M LI TARY ACADEMY

Academ ¢ Year 1976-1977

ACADEM C GROUP (17)
Aeronautics &
Astronautics

Ast ronony Cl ub

Behavi oral Science O ub
Chi nese Language C ub
Debat e Council and
Forum

El ectronics C ub

Engi neeri ng Forum
Fine Arts Forum
French Language C ub
Geol ogy C ub

German Language C ub
Mat hemati cs Forum
Mlitary Affairs dub
Por t uguese Language
G ub

Russi an Language C ub
Spani sh Language C ub
Arabi ¢ Language O ub

COVPETI Tl VE ATHLETI C
GROUP (115)

Basketbal | C ub

Bowl i ng Cl ub

Cycling Cub
Gymastics O ub
Handbal | C ub

Judo Cl ub

Karate C ub

Mar at hon C ub

Rugby Football d ub
Sailing C ub

Scuba Di ving C ub
Team Handbal | C ub
Vol | eybal | O ub
Water Polo O ub
Softbal | C ub

SUPPORT GROUP (26)
Bugl e Not es

Cadet Band

Cadet dee dub

G ass Commttees (4)
Di al ectic Society

Hop Bands

Hop Conmittees (4)
Howi t zer

Pi pes and Drums, USCC
Poi nt er

Rabbl e Rousers

Ri ng and Crest
Committees (4)

Scout mast ers Counci |
Slum and G avy
Theat er Support G oup
VKDT Broadcasting Staff
Public Affairs Detail

RECREATI ONAL

Chess Club

Qut door Sportsnen’s
C ub
Ski

Cl ub

RELI G QUS PARTI Cl PATI ON

M LI TARY SKILLS GROUP

GROUP (110)
Cadet Chapel Choir

Cadet Chapel Sunday
School Teachers

Cadet Cospel Choir
Cardi nal Newran Forum
Cat hol i ¢ Chapel Choir
Cat hol i ¢ Chapel Sunday
School Teachers

Fel | owshi p of Christian
At hl et es

Jewi sh Chapel Choir &
Sunday School Teachers
Pr ot estant Di scussi on
G oup

O her Religious Goups

(8)
Mount ai neering d ub
Orienteering Cub

Pistol dub
Ri di ng G ub
Rifle Club

Skeet and Trap C ub
Sport Parachute C ub
Triathlon Cub
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CHAPTER | X
THE HONOR CODE AND SYSTEM

"A cadet will not lie, cheat, or steal, nor tolerate those who do."

A. I ntroduction

The Study G oup has considered carefully the Honor Code and Honor
System -those which are so central to every aspect of Wst Point life.

VWhi | e t he Borman Conm ssi on exam ned the Honor Code and Systemin somne
detail, that exami nation was in the specific context of the El ectrical
Engi neering 304 incident. The Study Group has endeavored to | ook at the
Code and System sonewhat nore broadly, building upon the work of the
Bor man Commi ssi on.

What we have done is review the causes believed by the Borman
Comm ssion to underlie the Electrical Engineering 304 incident. VWhile
institutional failure may well have been a contributing or even a nmjor
factor, we observe that those involved were mature and intelligent young
men--part of a select group--and that they could not have been unaware
of the inplications of their actions. Indeed, one nust exam ne the
rel ati onshi ps between institutional and individual responsibility with
some caution. Neither responsibility is absolute and it is just as
unr easonabl e to excuse all individual responsibility sinply because the
institution falls short of perfection as it is to place tota
responsi bility on individual behavior wthout regard to the institution
Furt hernore, overdrawi ng the cause-effect relationship could lead to the
erroneous view that institutional nodification would preclude "anot her
El ectrical Engineering 304"; the unpredictability of human systens
ensures that the potential for failure is always present.

Nevert hel ess, whether dealing with the Academic Program Mlitary
Training or the Honor System it nust be accepted that institutional
failures which entice |lying or cheating, or which encourage (or even
only accommdate) attitudes of disdain for excellence and
disillusionment with the institution, inevitably erode the honor and
integrity of the Corps.

B. An Initial Appraisa

Cearly, the West Point Honor Code is unsurpassed anong American
colleges in its exacting nature and in the rigorous demands of the
supporting Honor System One of the initial and inportant concl usions
of
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the Study G oup was that the Honor Code and Honor System were | aboring
under an unreasonabl e burden

- Unreasonable in that an exacting code was supported by an inflexible
system of enforcenent which carried a single sanction--pernanent
separati on.

- Unreasonable in that perceptions and expectations are such that sone
view the code as a conprehensive guide to ethical and noral behavior.

In the first instance, disillusionnment and | ack of faith have been
engendered by bizarre cases where the Honor Systemwas not sufficiently
flexible to accormmpdate trivial or totally unintentional offenses. In
the latter, there is inparted both an unwarranted sanctity to the code
and a distorted and fatally truncated view of ethical obligation.

Compoundi ng the burden are the "non-tol eration"” feature, which
requires a cadet, as a matter of honor, to report all transgressions of
the Code, and the universal jurisdiction which applies the Code and
System everywhere and at all tines.

C. In the Aftermath

In response to both the Borman Comm ssion and the Study G oup, West
Poi nt has al ready taken steps designed to inprove the Honor System and
to i nprove perceptions of the Honor Code.

- West Point has established a commttee to review the formal ethics
i nstruction and has begun formul ati on of a conprehensive four-year
program The Study G oup recommends a thorough but a cautious approach
in this area which allows the Acadeny to acquire the properly educated
instructors needed for formal ethics instruction.

- The Superintendent has the option (at the direction of the Secretary
of the Arny) of not separating a cadet found guilty of an Honor
violation, if the circunstances warrant.

- The Commandant is the convening authority for the Full Honor Board,
thus ensuring that a senior official will review a case before it cones
to a hearing.

- The Special Assistant to the Conmandant for Honor Matters is the
"supervisor and advisor" to the Honor Comm ttee.

-The Full Honor Board is a due process board.
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- On atrial basis the role of |awers has been expanded to include
i nvol verent at the investigatory, hearing, and review | evels.

- Both the Full Honor Board and the Subcomm ttee hearing involve
cadets selected fromthe Corps at |arge.

- Honor instruction for cadets has been given a thorough review and
overhaul to elimnate the deadening litany of detail and to enphasize
the spirit of honor

- Honor instruction is being extended to ensure that all personnel at
t he Acadeny fully understand the Honor Code and Honor System

-Instructional materials and honor publications make clear that no one
excl usively "owns the Code."

The initial reactions to these changes appear favorable and the
changes thensel ves appear to prom se a salutary effect. Nonethel ess,
the Study G oup conducted a searching inquiry into the Code and System

D. The Significance of Change

Two of the changes to the Code and System have broad inpact:

- The authority granted by the Secretary of the Arny to the
Superintendent to retain in the Corps cadets who have been found guilty
of an honor violation. This provision is frequently referred to as
"discretion.”

- The introduction of officer advice throughout the operation of the
Honor System

The introduction of "discretion" allows the mature judgnent of the
Superintendent to be brought to bear to ensure that due consideration is
given to matters of mtigation. Know ng that the Superintendent can and
wi ||l use discretion should make it much easier for cadets to live with
the "non-tol eration” provision of the Code.

The early and continuing involvenent of officers, fromthe Special
Assi stant for Honor Matters through the Commandant, hel ps ensure agai nst
cases whi ch shoul d never be brought to the Full Honor board.

In both instances, nuch of the unreasonable burden is renoved fromthe
Code and System by the introduction of mature judgnment. This is not to
say that we think officers ought to "run" the System (Quite to the
contrary, we strongly urge the Corps of Cadets to permit and direct the
Ful | Honor Board to recommend the exercise of "discretion" in
appropriate cases.
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E. Towards Understandi ng Non-Tol eration

Cearly the nost vexing aspect of the West Point Honor Code is the
honor obligation inposed upon cadets to enforce the code by reporting
all suspected transgressions to the Honor Cormittee. And, yet, it is
the strict interpretation and adherence to this provision that has nade
t he West Poi nt Honor Code (along with the Air Force Acadeny's)

di stinctive anong American institutions. The proscriptions against

| ying, cheating, and stealing are easily understood, essentially passive
measures which accord with the normative standards of Anerican life.

The "non-tol eration" provision, however, introduces a far nore conpl ex
concept and demands behavi or seemi ngly contradictory to nornal
experience. |In essence, cadets perceive that they are being asked to
destroy friendships and violate confidences by reporting the possible
transgressions of a fellow cadet with full know edge that, if found
guilty, he would be separ at ed.

The Borman Conmi ssi on recomrended that the Code be reaffirned, as
stated, but that conpliance with the "non-tol eration” provision be
satisfied with other, less final nmeasures such as warnings, etc. The
Study Group was understandi ng of such recommendations--it is clear that
"non-toleration"” is nost difficult to conprehend and is the begi nning of
a "slippery slope" for many violators. And, yet, we were reluctant to
abandon what has been so |long a fundanental tenet of the Code and
System We were particularly reluctant in view of the granting of the
di scretionary authority to the Superintendent. Accordingly, the Study
G oup supports a strict interpretation of "non-toleration", i.e., if,
after determning that a violation has occurred and the cadet in
violation fails to report hinself (say, after 24 hours), an observer is
honor bound to report the violation.

W nust enphasi ze that our conclusion relies heavily upon the
Superintendent's discretion to exercise superior judgnent where the
situation indicates it appropriate. W are deeply aware of the burden
this places upon the Superintendent and, should the Corps elect to adopt
di scretion, the burden will fall heavily upon the Honor Board. But we
believe this is where the burden belongs. To ask a young cadet who is
just learning to live with the Code to nake the judgnment as to the
appropriate action with respect to a suspected violation by a fell ow
cadet is also an unreasonable burden. And the alternative of trying to
prescribe appropriate action for each case raises the old spectre of
endl ess and confusing codification. It may be that the non-tol eration
cl ause cannot survive since it unquestionably bears the seed of scandal.
But it is our sincere judgnent that the elimnation of the provision
woul d ultimtely sap the vigor of the Code.

Equal ly inportant, in the view of the Study G oup, is the devel opnent
of an "Honor Ethic" which subsunmes the Honor Code in a broader concept
maki ng cl ear the rel evance and i nportance of an obligation which
transcends individuals and individual loyalties wthout appearing to
subvert
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t he bond between cadets. This nore general statenment Honor Code in
perspective, clearly identifying it as the central experience for a
cadet in the process of devel oping a personal standard of ethica
behavi or .

F. The Honor Code as a Goa

The Superintendent's Special Study on Honor (The Buckl ey-Reid Report,
1975) suggested, and the Borman Commi ssion endorsed, the idea that the
Honor Code "al though...a worthy goal...is not a usable criterion of
behavior."” W believe that the Code is a reasonabl e standard agai nst
whi ch to nmeasure behavior as |long as the slightest transgression does
not result in permanent separation. Certainly the proscriptions against
| ying, cheating, and stealing are reasonably well understood under nost
conditions. But there are troubl esone exanpl es of unreasonabl e
interpretation which suggest that perfect conpliance, with even these
straight-forward rules, is not as sinple as we mght think. And, as
stated earlier, the enotional and intellectual stresses introduced by
"non tol eration" place special demands upon cadets. The introduction of
"di scretion,” however, recognizes both the existence of human frailty
(that perfection is beyond human reach) and the demands of "non-
toleration.”

Thus, it is our conclusion that, on bal ance, "discretion" renders noot
nost di scussi ons of whether the code is a goal or a m ninum standard.

G Honor and Regul ati ons

A perenni al problem the enforcement of regulations through the Honor
Code has been for years a matter of concern and no little confusion
Many aspects of the Honor System which are viewed nostal gically by
graduates as involving nutual trust and confidence, are, in fact, clear
i nstances of "honor being used to enforce regulation.” And, in the
context of devel oping a personal and professional ethic, it is to be
expected that there eventually will be little or no practica
di stinction between the conpelling demands of Duty and Honor

The problem arises when there is lack of nutual agreenment as to what
regul ati ons, what aspects of duty, are appropriately related to the
Honor System The absence card is the dearest exanple of using honor to
nmoni tor conpliance with regulations. But in the past cadets have
essentially agreed to pledge thenselves in a "gentleman's agreenent” to
comply with regul ati ons concerning their whereabouts and the
proscription of certain acts (e.g., drinking, hazing) to avoid the
i nconveni ence that mght attend official policing of the regulations.
The neani ng of the absence card, however, has changed until now it
applies only to a cadet's location and only during limted tine.

Mor eover, the design of the card is needlessly conplex for its limted
pur pose. Consequently, the absence

140



card seens to have becone a device of rather trivial neaning, which

| eads to demerits when m smarked, and which carries the ever-present
threat (because it is essentially trivial) of an unintentional honor
violation. Accordingly, we would elimnate the absence card conpletely
or, if the Corps were willing to enter into the agreenent, return it to
a nore neani ngful instrument.

Anot her aspect of the relationship between honor and regul ati ons has
been the problemof differentiating between a coll ege prank or
infraction of regulations and a serious intent to deceive which
conmprom ses honor. A classic exanple of this dilenma over the years is
whet her pl acing unauthorized articles in a laundry bag is an honor
violation. Cearly there is sone intent to deceive, but characterizing
such act as "lying," within the neaning of the code, is tantanount to
enforcing regulations with honor and treating trivial issues with
unwar ranted seriousness. And there are many such so-called "acts of
deception," such as putting liquor in a hair tonic bottle, covering the
wi ndow with a bl anket while studying after lights out, and so on.

The Study G oup believes that these continuing sources of friction
confusion, and fear should be elimnated. Accordingly, |ying should be
defined, in relation to the Honor Code, in a way to omt these trivia
acts. W would define Iying as the making of an oral or witten
statenent or gesture of conmunication made in the presence of and to
anot her, intended by the nmaker to deceive or mislead. In our
exam nati on we have found no serious acts of deception that are not
covered by other provisions.

Finally, we feel that West Point should establish a formal procedure
for redress to inproper questioning using honor to enforce regul ations.
While there is a system of appeal of punishnments, cadets need a cl ear
invitation to seek redress of the m suses of the Honor Code.

H. The Inportance of Sinplicity

The Study Group was repeatedly inpressed with the need for the Code
and Systemto be elegant in their sinplicity. It is difficult for those
who have not been associated with contenporary West Point to conceive of
the potential problens relating to the Honor Code and Honor System The
i ntense dedication and desire of npst cadets are remarkable, carrying
the promi se that West Point graduates will continue to nmake
extraordinary sacrifices and contributions to the Nation. But such
intensity also carries the potential for tragic and unnecessary stress.
For exampl e, a cadet recently reported hinself for a possible honor
vi ol ati on because he had hidden the key to the | ocker containing his
per sonal val uabl es thereby possibly deceiving sonmeone. Hi s anxiety
stens, in part, fromthe difficulty in understanding the true nature of
t he Honor Code and Honor System and dranatizes the Acadeny's speci al
responsibility to nake themclear, sinple, and unequivocal
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l. O her | ssues

The Study G oup addressed a wi de range of issues relating to the Code
and System and consi dered a nunber of alternative approaches. Sone of
our nore inportant conclusions are:

- The Superintendent's Honor Review Comrittee should have an expanded
role with wider representation. W do not, however, believe this
commttee should be the final interpreter of the Honor Code. This
responsibility is solely the responsibility of the Superintendent acting
for the Secretary and Chief of Staff of the Arny.

- We exam ned several plans for a phased entry of new cadets into the
structures of the Code. In the final analysis we concluded that it was
i nportant for new cadets to be fully under the Code at the outset and
that the Superintendent's discretionary powers were adequate to dea
wi th extraordi nary circunstances.

- The jurisdiction of the Code should be universal. The Study G oup
guesti oned whet her and how t he Honor Code should apply away from West
Point, e.g., at honme and on | eave. W concluded that the Code shoul d
apply at all places and at all times. Nevertheless, there is some
guestion as to whether the institutional responsibility of the System
for enforcenment should be coterm nous or whether there are situations
where there is only personal responsibility. W urge continuing review
of this matter.

J. Sumary

The West Poi nt Honor Code and Honor System are fundanmental |y sound.
However, our recommendations will, we believe, serve to strengthen and
invigorate them Nonethel ess, total involvenent and awareness on the
part of cadets and the staff and faculty alike are crucial to sustaining
a dedication within the Corps and within the Acadeny in general

The Study G oup cannot, unhappily, guarantee that changes to the Honor
Code and Honor System or the other changes reconmended el sewhere in
this report, will prevent a future honor scandal. An institution as
i ntense and chal l engi ng as West Point with a demandi ng and exacti ng
Honor Code continually runs the risk of asking nore than some can give.
We hope, however, our recommendations will reduce the likelihood that
there woul d be a scandal of such magnitude or a systemc failure of such
seriousness. And, perhaps of equal inportance, we believe that the
changes will inprove the quality of the acadenmic and military experience
whi ch shape the future of our Arny.
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APPENDI X A

FI NDI NGS AND RECOMVENDATI ONS OF THE BORMAN COWM SSI ON
RELEVANT TO THE WEST PO NT STUDY GROUP

In detailing the responses to the Borrman Conmi ssion recomendati ons and
initial Departnment of Army responses, the Study G oup does not address those
made specifically with respect to the cadets involved in EE 304. Since al
actions have been taken on that issue, the Study Goup regards it as cl osed.

1. Bornman Recommendati on: The Honor Code should be retained in its present
form "A cadet will not |lie, cheat or steal, nor tolerate those who do."

Arny Response: Arny concurs. The Honor Code will be retained in its
present form

Study Group Response: The Study G oup strongly supports this concl usion

2. Borman Recomendati on: The nontol erati on cl ause shoul d be retained
however, a cadet should have options in addition to reporting an honor
vi ol ati on.

Arny Response: The recommendation is being anal yzed by the Departnent of
the Army and is being referred to the Acadeny for evaluation and resol ution
during the upcom ng academ c senester.

Study Group Response: The Study G oup supports the conclusion that the
nontol erati on clause be retained. However, on bal ance, the Study G oup
rejects the proposal that the individual cadet should have alternative
options to ensuring that the suspected violator is reported or convinced to
report hinself.

3. Borman Recommendation: Sanctions other than dism ssal should be

aut hori zed for violations of the Honor Code. The Cadet Honor Committee and
review ng authorities should be authorized to consider the facts and
circunstances of each case to determ ne an appropriate penalty. Any
recomendati on | ess than separation should be fully justified. Cadets who
are separated should not be required to serve on active duty as a result of
their separation.

Arny Response: Arny concurs. The Regul ations for the United States
Mlitary Acadeny and procedures will be amended to provide greater latitude
in the application of separation for honor violations upon recomendation of
the Honor Conmittee. A change in the requirenent that separated cadets be
required to serve on active duty has been recommended to the Secretary of
Def ense who reserves authority in that area.

Study Group Response: The Study Group concludes that the regul ation
change permitting the Superintendent to exercise a degree of "discretion”




in separating cadets will serve as an adequate, interim neasure to
protect against the possible "excesses"” that m ght result from absol ute
adherence to the strictures of the Honor Code and System However, the
Study Goup al so concludes that the option would be nost effective as a
part of the Cadet Honor Committee Procedures.

4. Borman Recommendation: All officers and cadets at the Acadeny nust
under stand the fundanentals which underlie the inportance of the Honor
Code and the health of the Honor System

a. The Honor Code nust be viewed as a goal toward which every
honor abl e person aspires, and not as a m ni num standard of behavi or for
cadets alone. Furthernore, its proscriptions do not enconpass all forns
of di shonorabl e conduct; the test of whether conduct is honorable or
di shonor abl e does not depend solely upon whether it is proscribed by the
Honor Code.

Arny Response: Arny concurs. A nunber of actions have been underway
since sumer 1976 and the Arny is intensifying efforts to ensure
i npl enentati on of these recomendati ons and as well that the tota
environment at West Point is fully supportive of the spirit and the
provi sions of the Honor Code and Honor System Changes will be
instituted seeking to preclude honor being used as a neans of enforcing
regul ati ons.

Study G oup Response: The Study G oup concludes that the Honor Code is
a reasonabl e standard agai nst which to neasure behavi or. However, the
Study G oup further enphasizes that the Honor Code is not an all-
i nclusive prescription for noral conduct and recomends that USMA
carefully expand the concept of honorabl e behavior in the perception of
cadet s.

b. The Honor Code must not be extended beyond its intended purpose of
ensuring that only honorabl e i ndividual s becone Acadeny graduates. Nor
should it be exploited as a neans of enforcing regul ations.

Arny Response: Arny concurs.

Study G oup Response: The Study G oup concludes that four areas could
be nore clearly defined and/or Iimted in support of this goal. The
areas are the redefinition of lying, the redefinition of stealing, the
elimnation or sinplification of the Absence Card, and the introduction
of a formal redress to inproper questioning.

C. The Honor Code and Honor System nust be considered the joint
responsibility of all cadets and all officers at the Acadeny. It nust
be understood that the Superintendent has the responsibility of
review ng and, if necessary, reversing cadet honor determ nations.

144



No one "owns" the Honor Code. Everyone must work to ensure the
effectiveness of the Honor System

Arny Response: Arny concurs.

Study G oup Response: The Study G oup concl usions support the
reconmendati on and contend that a full education on the history of the
Honor Code and System have been the exclusive property of the Corps.
Such education should reflect a shared interest and responsibility on
the part of all conponents of the USMA community in the efficacy of the
Honor Code and System

5. Borman Recommendati on: The Acadeny shoul d seek ways to ensure that the
fundanental s which underlie the inportance of the Honor Code work on a
continuing basis. As a mninum the follow ng should be acconpli shed:

a. There nust be academ c instruction which provides an intell ectual
base for character developnent. Al cadets should be required, early in
their careers at West Point, to begin formal ethics study. This study,
whi ch nust be part of the core curriculum should include those ethica
problens likely to be faced by a mlitary officer. Ethics should be
stressed throughout the entire curriculumand by all constituencies at
West Point: Academic, Tactical, Athletic, and Adm nistrative.

Arny Response: Arny concurs. Action has been taken to devel op a four-
year programon ethics/professionalismas part of the core curricul um
El ements of this conprehensive programw ||l be in effect for AY 1977-78.

Study G oup Response: The Study G oup notes that USMA does not now
have on hand nor in the graduate school cycle sufficient instructors
qualified in the requisite disciplines to prepare and to teach
meani ngful , chal | engi ng, convi ncing courses in sone of the areas naned
(e.g., philosophy, psychology). The acquisition of these critica
assets nust be first priority. Until they are on hand, progress toward
full inplementation will necessarily be slow, care nmust be taken to
ensure that interimmneasures are not counterproductive.

b. The content of honor instruction nust enphasize the spirit of the
Honor Code. A "cook book" approach nakes the Code equival ent to another
regul ati on.

Arny Response: Arny concurs. Action is being taken, for the spring
senmester 1977, to internalize the spirit of honor and to increase
significantly greater participation by all cadets and officers in the
operation of the Honor System
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Study G oup Response: The Study G oup concludes that USMA shoul d
expand the Honor education programw th enphasis on the necessity,
advant ages, and ideals of an Honor Code and System Additionally, USMVA
should firmy establish the role and function of the Honor Code in the
creating and fostering of a conplete Honor concept in governing conduct.

c. The nethod of honor instruction and the environnent in which it is
conduct ed nmust be i nproved.

Arny Response: Arny concurs.

Study G oup Response: The Study G oup concludes that formal and
i nformal education is the key. The education nust be thorough,
consi stent, and frequent.

d. There nmust be greater participation by all cadets and officers in
the operation of the Honor System Cadet rank should not be awarded for
Honor Committee service.

Arny Response: Arny concurs. Cadet rank for Honor Conmittee service
is being reviewed and eval uat ed.

Study Group Response: On bal ance the Study G oup rejects the Borman
Conmi ssi on recomendation on cadet rank. It was concluded that the
three cadets invol ved deserve the recognition. Their duties on the
Honor Conmittee preclude their occupying other positions in the Corps.

e. The Superintendent's Honor Review Comm ttee should be continued,
but its nmenbership should include cadets and alumi. The Committee
shoul d neet at |east annually with the m ssion of guarding the Honor
Code agai nst msuse, msinterpretation, and inconsistent interpretation.
The Committee should have the ultimate power to interpret the Honor
Code.

Arny Response: Arny concurs. Action is being taken to determ ne the
appropriate conposition and functions of the Superintendent's Review
Conmi ttee.

Study G oup Response: The Study G oup concludes that the Honor Review
Committee shoul d have an expanded charter, conposition, tenure, and
di stribution of report but rejects the Borman Commi ssion reconmendati on
that the Honor Review Conmittee "should have the ultinmate power to
interpret the Code."” This is the responsibility of the Superintendent,
USMA, acting for the Secretary of the Arny and the Chief of Staff of the

Arny.

f. An officer should be appointed to advise the Cadet Honor Committee
and the Superintendent's Honor Review Committee. This officer should
report to the Academ c Board (and not the Commandant al one) concerning
all honor matters. Continuity is required in this position.

146



Arny Response: Arny concurs.

Study G oup Response: The Study G oup concludes that the Special
Assistant for Honor Matters fulfills this task, and that the
responsiveness is not, in fact, limted to only the Commandant.

6. Borman Recommendati on: A pernmanent and i ndependent advi sory board
shoul d be established to provide the continuing assistance that nost
institutions of higher education receive fromtheir boards of trustees.

Arny Response: Arny concurs. Such a permanent advisory board will be
formed to evaluate all aspects of the USMA operations and to report
findings and recommendations to the Chief of Staff on continuing basis.

Study Group Response: Establish the Superintendent's Advisory
Commttee. Al paraneters of the Borman Conmi ssion recommendati on were
met except that the Conmittee would report directly to the
Superintendent not the Secretary of the Arnmy. Recommendati on does
provide that commttee reports will be forwarded to SA. Secretary of the
Arny appoints comrttee nenbers.

7. Borman Recommendation: The West Point m ssion statenent shoul d be
revised to ensure that everyone understands the inportance of education
in the mssion of the Acadeny. Everyone nust understand that this is
the primary m ssion of the Acadeny from Septenber to June. Mlitary
training should be concentrated in the sumer nonths.

Arny Response: Army concurs. USMA mi ssion statenment is being revised.

Primacy of academ cs will be maintained from Septenber to June. In
addi tion, curricul umchanges have been proposed and an in-depth
eval uation will be made under the supervision of the Chief of Staff.

Study G oup Response: M ssion statenent has been revised by USMA
Study G oup has proposed a conprehensive concept for USMA which enl arges
upon the academ c orientation enconpassed in the revised m ssion
st at enent .

8. Borman Reconmmendati on: The Superintendent shoul d have responsibility
for all aspects of the internal adm nistration of the Acadeny, including
resol ving the conpeti ng demands nmade by subordi nate authorities upon

i ndi vi dual cadets.

Arny Response: Arny concurs. The Superintendent's authority has been
significantly increased, while the Acadenic Board's effort has been
redirected to enphasi ze acadeni c excel l ence. A new general officer
position, the Provost, is being created to supervise many of the
functions which now fall directly under the Superintendent, such as
adm ssions, athletics, post support activities, and others. This wll
assi st the
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Superintendent in better focusing internal admnistration to rationalize
conmpeti ng demands pl aced upon individual cadets.

Study G oup Response: Governance and command/ control proposals of the
Study Group were drafted with firmcontrol at the top as a guiding
principle. The Study G oup does not recommend a Provost, but subsunses
the functions intended for that position in the recomended position of
Deputy Superi nt endent.

9. Borman Reconmendation: Superintendent selection should be based upon
his interest in education and a denonstrated ability to provide
educational and mlitary | eadership.

Arny Response: Arny concurs.

Study G oup Response: Study G oup concurs.

10. Bor man Reconmmendati on: Superi ntendent should be assigned to the
Acadenry for a mninmumof 5 years and should be consulted as to the
selection and length of service of the Commandant of Cadets and Dean of
t he Academ c Board.

Arny Response: Arny concurs. The tour should be normally 4 to 8
years. The Superintendent will be consulted on the selection and | ength
of service of his key aides.

Study G oup Response: The Study Group endorses the recomendati on.

11. Bor man Reconmendati on: Permanent professors should not serve on
active duty for nore than 30 years, unless requested to continue on a
term basis by the Superintendent with the approval of the Secretary of
the Arny.

Arny Response: Arny concurs. Current |aw provides permanent
professors may be retired by the SA when they have nore than 30 years of
service as a conm ssioned officer. Possible revisions to present
procedures are being addressed by the Arny staff and the Acadeny.

Study Group Response: The Study G oup noted that statute currently
provi des for service of Professors, USMA beyond 30 years at the pleasure
of the Secretary of the Arny. A mechanismis, therefore, available for
the term nation of the service of those professors no | onger functioning
inafully effective manner. The Study G oup believes that no change of
statute is necessary in this respect.
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12. Bor man Reconmmendati on: The Professor of Physical Education should be
a menber of the Academ c Board.

Arny Response: Arny concurs. Instructions have been given to change
USMA regul ati ons accordi ngly.

Study G oup Response: Endorsed by the Study G oup.

13. Borman Reconmendation: The O fice of Mlitary Leadership, a
departnent concerned in large part with providing academ c instruction
i n behavioral sciences, should be transferred to the Academ c
Departnent. The Director of that department should be a menber of the
Academ c Board.

Arny Response: Arny concurs. The Ofice of Mlitary Leadership wll
be retitled the Departnment of Behavioral Sciences and Leadership.
Changes are being taken to nmake the Director a permanent professor and
menber of the Academ c Board.

Study G oup Response: Study G oup concurs. Already inplenented by
USMA.

14. Bor man Reconmendati on: There shoul d be an expansi on of prograns which
bring outside viewpoints to the Acadeny, e.g., visiting professors to
and fromthe Acadeny.

Arny Response: Action has already been taken to expand the visiting
prof essor programfrom2 to 5 and to bring additional outside viewpoints
to the Acadeny. Furthernore, the programw || be broadened to permt
sel ected professors to participate as visiting professors at civilian
institutions and to provide for service on active duty tours with
mlitary units.

Study G oup Response: The Study G oup recommends establishment of a
five percent of faculty goal for the civilian visiting professor
program adding that visitors should be recruited on an as-required
basis rather than on a departnental quota. The G oup al so recomended
and initiated steps toward establishing a routine input of Mteriel
Devel opmrent and Readi ness Command scientists as visiting faculty.

15. Bor man Reconmendati on: The Academny nust reaffirmthe role of the
Tactical Oficer as a conpany commander and ensure that this role is
uni formy adhered to throughout the Tactical Departnent.

Arny Response: Arny concurs. Superintendent has been directed to
reaffirmthe role of the Tactical Oficer which will be pronul gated
t hroughout the staff, faculty, and Corps of Cadets.
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Study Group Response: The Study G oup concurs fully with both
aspects. The Study G oup recommendations include affirmation of the
Tactical Oficer as the conpany conmander and nethods for inproving and
standardi zing both tactical officer selection and operation.
Specifically, the tactical officer should possess both academ c and
mlitary credentials of note, and he should be personally interviewed by
t he Commandant, USMA. USMA shoul d adopt and inplenent the commander
nmodel for the Tactical O ficer in AY 1977-78, and the dual chain of
command should be elimnated in favor of a direct officer-cadet chain of
conmand.

16. Bor man Reconmendation: Tactical O ficers should be selected from
of ficers who have conpl eted Command and General Staff College or
equi val ent educati on.

Arny Response: Arny concurs. Tactical Oficers selected will be
mature officers normally with CorGSC | evel and graduate |evel schooling.

Study G oup Response: The Study G oup agrees that Command and General
Staff Col |l ege experience can be an asset, but it should not be a
requi rement for selection as a Tactical Oficer. The Staff College
standard does serve as an indicator of maturity and professional
conmpetence, but there are ideally qualified officers who have not yet
satisfied the eligibility for Staff College selection. The selection
process for Tactical Oficers is being revised considerably with Staff
Col | ege experience being a factor, not a determ nant.

17. Bor mran Recomnmendation: The Leadershi p Eval uati on System shoul d be
reviewed to determne whether it is a constructive force in the cadets’
| eader shi p devel opnent .

Arny Response: Arny concurs. A study group will intensively review
t he Leadership Evaluation Systemon a priority basis.

Study G oup Response: The Study G oup recommends the elimnation of
t he Leadership Evaluation Systemas it now exists. Sonme formof this
evaluation may remain, but, as a mninum the peer ratings shoul d cease.

18. Bor man Reconmmendati on: Judge Advocates who defend cadets shoul d have
no teachi ng duti es.

Arny Response: Arny concurs for the near term There will be
continuing review to ensure the spirit of the recommendati on is being
pursued. |In addition, a USMA post Staff Judge Advocate office has been
approved and will be established.

Study G oup Response: The Acadeny has al ready renoved the SJA function
fromthe Law Departnment and placed the fornmer on the Superintendent's
personal staff.
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19. Bor man Reconmendation: Mlitary | eadership courses should include
exam nation of the role of the | awer as an advisor to the comuander,
and the role of defense counsel in the justice system

Arny Response: Arny concurs. Course in ethics and professionalism
will include the role of the | awer as an advisor to the commander, and
the role of defense counsel in the justice system

Study G oup Response: The Study Goup’s |egal advisor reviewd all
course syllabi in law and rel ated areas t ensure adequate coverage.
Requisite material is well covered. The Acadeny also plans to send each
Regi mental Tactical officer to the Senior Oficers’ Legal Oientation at
t he USA JAG School commencing in the upcom ng academ c year.
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APPENDI X B
COW TTEE METI BERS AND
CONSULTANTS

Academ c Comm ttee

Menbers at Departnent of the Arny

MG Hi I I man Di cki nson - Chairman

- BS-USMA MA (Physics) - Colunbia University

- PM (Physics) - Stevens Institute of Technol ogy
- Instructor USMA 1956 (Chemi stry)

- Assistant Professor USMA 1957-60 (Physics)

- Research and Devel opnent

- Command in Arnor Units

COL Wlliam$S. Fulton - Legal Advisor

- BA - University of |owa

- JD - University of New El exico

-  Commandant, Judge Advocate Ceneral's School
- Infantry and Judge Advocate Ceneral

COL Theron W Knapp - ROTC Advi sor

- BS- USMA

- M (Electrical Engineering) - Ceorgia Institute of Technol ogy
- Command in Arnor Units

LTC(P) Wolf P. Goss - Deputy

- BA cum | aude (Anthropol ogy) - Harvard University

- MA (Asian Regional Studies) - University of Pennsylvania

- Instructor Geo Wash Univ 1967-68 (International Relations)
- Command in Field Artillery Units

Joseph E. Brown - Menber

- BS (Chemistry) - Georgia Institute of Technol ogy
- M (Physics) - lowa State University

- M5 (Opns Research) - New York University

- Assistant Professor USMA 1967-70 (Math)

- Command in Infantry Training Units

LTC Frederick J. McConville - Menber

- BS - USMA

- MBA (Gov't and Econ) - Harvard University
- Ass't to Dean, USMA 1966-68

- Command in Field Artillery Units
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2.

Al so

LTC Jerry W Wtherspoon - Menber

BS- USMVA

MBA (Managenent) - Long Island University

MA (Psychol ogy) - University of North Carolina
Assi stant Professor USMA 1973-76 (Psychol ogy)
Resear ch and Devel opnent

MAJ Dean E. Dowl ing - Menber

BS- USVA

MA (English) - Columnbia University

PhD (English) - Colunbia University

Assi stant Professor USMA 1970-73 (English)
Per sonnel Managenent

MAJ Jerry M Sollinger - Menber

BA - University of Pittsburgh

MA (English) - University of Pittsburgh
PhD (English) - University of Pittsburgh
Assi stant Professor USMA 1970-74 (English)

Assi sting the Acadenmic Comittee were:

COL Walter M Cousl and

BS- USMVA

MA (English) University of Pennsylvania
Assi stant Professor USMA 1962-66 (English)
Regi nental Commander, 1972-73

Conmand in Arnmor Units

LTC John R Nevins

BS- USMVA

MPA - Syracuse University

Assi stant Professor USMA 1972-75 (Social Sciences)
Command in Field Artillery Units

DR. John J. Burke - Associate Director, Army Materials and Mechanics
Research Center

BS (Physics) Boston Coll ege

M5 (Geophysi cs) Boston Col | ege

M5 (Metallurgy) MT

Met al | urgi cal Engineer- MT

ScD (Metal lurgy and Material Sciences) MT

West Poi nt Correspondi ng Menbers

COL Thomas E. Giess - Senior Menber

BS - USVA

M5 (Civil Engr) - University of Illinois
PhD (Hi story) - Duke University

Prof essor and Head of Department of History
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COL Allen F. G um — Menber

- BS - USMA

- M5 (Gvil Engr)- MT

- Phd (Systens Analysis) - Stanford University
- Permanent Associ ate Professor of Engineering

COL Edward A. Saunders- Menber

- BS- USMA

- Ms (Electrical Engr) - Purdue University

- PhD (Nucl ear Science) - Renssel aer Polytechnic Institute
- Professor and Head of Departnent of Physics

COL Arvid West - Menber

- BS - USMA

- Ms (Public Affairs) - Shippensburg

- Conmmander 2d Regi nment Unites States Corps of Cadets

COL Robert M WIson- Menber

- BS-USMA

- M5 (Gvil Engr)- MT

- PhD (Electrical Engineering) - Lehigh University
- Professor and Head of Departnent of Mechanics

LTC James Abrahanson - Menber

- BS- USMA

- MA (History) - Stanford University

- M (Int'l Studies) - University of Geneva
-  Permanent Associate Professor of History

LTC Paul M Bons - Menber

- BS- USMA

- MA (Psychol ogy) - Wayne State University

- PhD (Psychol ogy) - University of Washi ngton

- Permanent Associate Professor, Ofice of Mlitary Leadership

LTC Peter Stronmberg - Menber

- BS- USMA

- MA (English)- Cornell University

- PhD (English) - Cornell University
- Professor of English

MAJ Janes R Gol den - Coordi nat or

- BS-UshvA

- MPA (Public Admin) - Harvard University

- PhD (Econom cs) - Harvard University

-  Permanent Associ ate Professor of Social Sciences
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Civilian Consultants

Rut h Adans - Vice President, Dartnouth Coll ege
- Forner President, Wllesley College

Junius J. Bleiman - Director, M d-Career Program Wodrow WI son
School, Princeton University

- Former Instructor USNA

Davi s B. Bobrow - Chairman, Departnent of Government and Politics,
Uni versity of Mryl and

- Menber, Defense Science Board
- Panel Menber, National Science Foundati on

Marvin Bressler - Chairman, Departnment of Sociol ogy, Princeton
Uni versity

Richard G Folsom- President Eneritus, Renssel aer Pol ytechnic
nstitute

- Menber, National Acadeny of Science

- Menber, Secretary of the Navy's Advisory Board on Education
- Chai rman, US Naval Acadeny Curricul um Revi ew Board, 1959

- Menber, US Air Force Acadeny Board of Review

Dennis Gray - Dean of Students, Carenont Men's Col |l ege
- Staff, Borman Conmi ssion
- Fornmer Instructor, US Air Force Acadeny and Princeton

Inge D. Hal pert - Professor, Dept of German, Col unbia University

David A. Hills - Associate Professor of Psychol ogy, Wake Forest
Uni versity

- Coordi nator of Student Services, \Wake Forest

St ephen J. Lukasik - Senior Vice President, Rand Corporation
- Forner Director, Advanced Research Projects Agency
- Menber, Defense Science Board
- Vice Chairman, Science Advisory Conmittee, DI A

Steven Marcus - Professor, Departnent of English, Colunbia
Uni versity

Lawrence H O Neill, President, R verside Research Institute
- Forner Professor of Electrical Engineering, Colunbia Univ
- Forner Dean of Engineering, Colunbia University
- Menber, Defense Science Board
- Forner Chairman, Arny Scientific Advisory Panel
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Dr. John W Shy - Professor, Dept of Hi story, Univ of M chigan
- Visiting Professor, Army War Col | ege

Dr. John Deutch - Chairman, Department of Chem stry, Massachusetts Institute of
Technol ogy and Vi ce Chairman, Defense Science Board

James P. Riley - Executive Director Federal Library System
- Fornmer menmber Georgetown University Library Faculty
- Forner Deputy Director, University of Chicago Library
- Fornmer Director, Marquette University Library

B. M litary Professional Devel opnent Comittee

1. Menber s

B P) Jack N. Merritt - Chairman
- BGE (History) - University of Nebraska at Omaha
- MBA (Business Adninistration) - George Washi ngton University
- Systens Anal yst

- Staff Assistant to the Assistant to the President for National Security
Affairs, 1970-73

- Command in Combat Units

COL Jarold L. Hutchison - Deputy
- BS-USMA
- M (Physical Education) - Indiana University
- M5 (Counseling) Shippensburg State Col |l ege
- Assistant Professor USMA 1963-66 (Physical Education)
- Command in Infantry Units

CCOL Francis J. Valdman, Jr. - Menber
- BS-USMA
- MPA(Public Adm nistration) -Harvard University
- Assistant Professor USMA 1956-59 (Social Sciences)
- Command in Infantry Units

Dr. Donald D. Penner - Menber
- BS (Industrial Managenent)
- MA (Industrial Relations)
- PhD (Soci al Psychol ogy)
- Professor, US Arny War Col | ege

LTC Doris L. Caldwell — Menber
-  BA (Personnel Adm nistration) - Sacranento State Coll ege
- MPA (Public Administration) - Golden Gate Coll ege
- Command in Training Units
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LTC Dale E. Hruby - Menber
- BS - USMA
- MA (History) - Colunbia University
- Assistant Professor USMA 1966-68 (Social Sciences)
- Conmand in Arnmor Units

LTC Wlliam P. MKay - Menber
- BA (Political Science)- University of Georgia
- JD (LAW - University of Georgia
-  Staff Judge Advocate

LTC Gerald D. Pike - Menber
- BA (Sociology) -Washington State University
- MA (Sociology) -Washington State University Assistant
- Professor USMA 1969- 72 (Soci ol ogy)
- Organi zational Effectiveness

LTC George W Sibert - Menber
- BS - USMA
- MBE (Aeronautical Engineering) - Princeton University
- Command in Infantry Units

LTC Gerald E. Webb - Menber
- BA (Business Administration) - Rutgers University
- MPA (Public Adninistration) - George Washi ngton University
- Tactical Oficer USMA 1970-73
- Command in Infantry Units

MAJ David A Bramett - Menber
- BS - USMA
- MA-English
- Assistant Professor USMA 1972-75 (English)
- Command in Infantry Units

MAJ Robert J. Davis - Menber
- BS - USMA
- Operations Oficer USCC, USMA 1975 to present
- Command in Infantry Units

MAJ John M Keane - Executive O ficer
- BS (Accounting) - Fordham University
- MA (Phil osophy) - Western Kentucky University
- Command in Infantry Units

MAJ John T. Wells - Menber
- BS (Mathematics)- Eastern Kentucky University
- Command in Arnmor Units
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2. Consul tant s

MAJ Stephen D. C enent
US Army Admi nistration Center, Ft. Benjamn Harrison, IN
PhD, Organizational Conmunications

Dr. Robert F. Holt
US Arny Research Institute for Behavioral and Social Sciences
PhD, Soci al Psychol ogy

Dr. T. O Jacobs
US Arny Research Institute for Behavioral and Social Sciences
PhD, Psychol ogy

LTC Wl liam K. Schrage
US Army Center of MIlitary History
MA, History

3. Points of Contact Provided by Wst Point

COL Thomas F. Col e
Director of Mlitary Instruction

COL Janes R Hall, Jr.
Commander, Fourth Regi ment, USCC

COL Lloyd J. Matthews
Per manent Associ ate Professor, Departnment of English

COL Hal B. Rhyne
Speci al Assistant to Commandant for Honor Matters

LTC Kermt M Henni nger
Deputy Director of Physical Education

MAJ George A. Crocker
Tactical Oficer, A1

MAJ Robert A. Brace |1
Tactical Oficer, |-3

MAJ Mary C. WIlis
O fice of Deputy Chief of Staff for Operations

CPT Denni s Fogarty
O fice of Deputy Chief of Staff for Operations
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C. Environnment Comm ttee

1. Menber s
MG Jack V. Mackmul |l - Chairnman
- BS - USMVA

- Infantry troop and staff assignnments
- Aviation commands, battalion through brigade

- Commandi ng CGeneral, John F. Kennedy Center for Mlitary
Assi st ance

COL Vel oy J. Varner - Deputy
- BS- USMA
- MA - Colunbia University
- Command and Staff in Infantry Units
- Assistant Professor, USMA 1968-71 (Hi story)
- Commander, US Arny Readi ness G oup, Los Angel es

COL John H. COakes
- BS- USMA
- Command and Staff in Field Artillery Units
- Senior Field Artillery Instructor, USMA 1967-70
- Chief, Gound/Air Goup, US Arny Concepts Anal ysis Agency

LTC David G Cotts
-  BS - USMA
- Command and Staff in Field Artillery Units
- Senior Field Artillery Instructor, USMA 1967-70
- Chief, Gound/Air Goup, US Arny Concepts Anal ysis Agency

LTC Valter S. Dillard
-  BS - USMA
- MA - University of Washington
- PhD - University of Washi ngton
- Command and Staff in Arnored Cavalry and Infantry Units
- Assistant Professor, USMA, 1969-72 (Social Sciences and Hi story)
- Staff Oficer, Ofice of Chief of Staff, US Arny

LTC Edward 1. Hickey
- BS- USMA
- M5 - University of Pennsylvania
- Command and Staff in Infantry and Transportation Units
- Staff and Faculty, USMA 1972-75

- Staff Oficer, Ofice of Deputy Chief of Staff for Logistics,
Department of the Arny
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LTC Hans O Wagner
- BS -USMA
- MsS - Purdue University
- Command and Staff in Arnor and Special Forces Units
- Tactical Oficer, USMA 1970-73

- Staff Oficer, Ofice of Deputy Chief of Staff for Logistics,
Department of the Arny

Wllie F. Wight
- BS - Virginia State Col |l ege
- M5 - Ceorge Washington University
- Command and Staff in Infantry Units

- Staff Oficer, Ofice of Deputy Chief of Staff for Personnel,
Department of the Arny

MAJ Thomas E. Fal ey
- BS -USMA
- M5 - University of Mam
- Command and Staff in Infantry Units
- Instructor, USMA, 1969-72 (Psychol ogy and Leader shi p)

- Staff Oficer, Ofice of Deputy Chief of Staff for Personnel,
Department of the Arny

MAJ Robert E. Scheidig
- BS -USMA
- M5 - US Naval Post G aduate School
- Command and Staff in Infantry Units
- Instructor (ROTC) and Tactical O ficer, the GCtadel, 1967-68
- Staff Oficer, Ofice of Chief of Staff, US Arny

MAJ Ted K. Yanmmshita
- BS - USMA
- M5 - University of Illinois
- Command and Staff with Infantry Units

- Assistant Professor of Mlitary Science, University of Illinois, 1970-
72 Staff Oficer, Ofice of Deputy Chief of Staff for Operations and
Pl ans, Department of the Armny

CPT Peggy A. Stubbs
- BA - West Georgia College

- MA - Central Mchigan University Command and Staff in Wmen's Arny
Corps Units

- Instructor, US Arny Institute of Adm nistration (Managenment and
Leader shi p)

- Section Chief, US Arny Mlitary Personnel Center

2. Principal Contacts at USNA

COL Janes H. Tor ney
Chief of Staff, USMA
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COL darence D. G| key
Director, Facilities and Engi neering, USMA

COL Joseph T. Giffin, Jr.
Deputy Chief of Staff, Operations and Security, USMA

COL WIlliamF. Luebbert
Director, Instruction Support and Information Systens Division,

COL Edward Mennona
Deputy Chief of Staff, Personnel and Adm nistration, USMA

COL Al exander P. Pol ak
Comptrol | er, USMA

COL Manl ey E. Rogers
Director of Adm ssions and Registrar

COL Graham M Si bbl es
Deputy Chief of Staff, Logistics, USMVA

COL Mchael S. Sirkis
Cadet Activities Oficer

COL WlliamJ. Tayl or
Per manent Associ ate Professor, Department of Social Sciences

LTC Donald J. Barl ow
Treasurer, USMVA

LTC Robert F. Danner
Ofice of the Director of Adm ssions and Regi strar

LTC Berwn L. Pl ace
Managenent Information Systens Division, USMA

LTC George D. Waters
Director of Institutional Research

MAJ Mary C. WIllis
Operations Oficer, HQ USVA

M. Jack P. Riley
Ofice of Director of Intercollegiate Athletics

M. Honmer Smth
Ofice of Director of Intercollegiate Athletics, USMA

M. John J. Smth
Assi stant Deputy Chief of Staff, Conptroller, USMA
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APPENDI X C
RESEARCH LOG

The West Point Study Group obtained its information from
A. Consultations wth:

The Arny Staff

The Superintendent, Commandant, and Dean, USMA

125 USMA Facul ty nenbers

206 USMA Tactical Oficers and staff

580 USMA Cadet s

20 Active Arny CGeneral Oficers

21 Retired Arny General Oficers

16 Leaders of the Academ c Conmunity

Superi nt endent, Conmandants, and Deans of all US Service Academ es
and Canadi an, British, German, and French Academ es
10. 99 Staff and Faculty at other service academ es

11. 38 ot her service acadeny cadets and m dshi pnen

12. Gt hers including ex-cadets and ROTC students

©CONoOO AWM

B. Visits to:

Al'l US Service Academ es

British, Canadi an, French, and German Mlitary Coll eges
Six private or state mlitary colleges

10 civilian colleges and universities

US Arnmy War Col | ege

US Arny Command and General Staff Coll ege

Seven Training and Doctrine Commrand School s

Ni ne Active Arny Divisions

PNOORWN R

C. Questionnaires adninistered to:

1. 824 recently conm ssioned Lieutenants serving as platoon | eaders
(both USMA and ROTC graduat es)

2. 750 of their commanders and subordi nate non-conm ssioned officers

3. 1,165 cadets

4. 385 West Point staff and faculty

D. Letter replies fromcurrent Corps Commanders, Division Commanders,
Maj or Command Chiefs of Staff, Commandants of Conbat Arm and Conbat
Support Arm School s, and separate Brigade and Regi mental Conmanders

E. Analysis of literature available to include:

1. Accreditation reports of USMA and USNA
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Previ ous studi es of the Academ es, such as:

(a)
(b)
(c)
(d)
(e)
()

The White Committee Report

The Fol som Conmittee Report

The Kappel Board Report

The Borman Conmi ssi on Report

GAO Report on Student Attrition

Report of Special Study G oup on Honor

Annual C ass Questionnaires

Surveys of G aduates

Commercial ly published works concerning the history and operation

of the Acadeny.
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APPENDI X D
BOARD AND COW TTEE STRUCTURE

A. Policy Board Conmttees

1. Commttee on Commttees.

Responsibilities: To advise the Policy Board on the need to
establish, change, or termnate Policy Board Cormittees to reconmend the
menber shi p and chai rmanshi p of standing and ad hoc commttees the terns
of appoi ntnment for nenbers, and the charters of those comm ttees.

Composi tion: Dean (Chairman), Commandant, Chief of Staff, three
tenured faculty menmbers who are not nenbers of the Policy Board el ected
by the Acadenic Board for 3-year terns, and Director of Plans and
Anal ysis (Secretary w thout vote).

2. Tenured Personnel Selection Commttee.

Responsibilities: To advise the Policy Board concerning policies
and procedures for selection of tenured staff and faculty.

Composi tion: Associ ate Dean, Deputy Commandant, Chief of Staff, a
tenured representative fromeach acadeni c departnent, one non-tenured
representative fromeach Academ c Division, and the Assistant to the
Dean (Secretary w thout vote).

3. Scheduling Commttee.

Responsibilities: To advise the Policy Board on the scheduling of
activities, the devel opnment of the yearly events cal endar (w th speci al
attention to demands on cadets), policies relating to scheduling; and to
resol ve exceptions to policy, and conflicts in scheduling.

Composition: One representative of the Dean, Comuandant, and
Director of Intercollegiate Athletics, one representative appoi nted by
each chairman of Academi c Division Committees and each Director of the
O fice of the Conmandant, one representative of the Deputy Post
Commander, one representative of the Director of Plans and Anal ysis, and
the Assistant to the Dean (Secretary w thout vote).

4. Cadet extracurricular Activities Commttee.

Responsibilities: To nonitor the policies, regulations, and
procedures of cadet extracurricular activities and to reconmend
appropri ate changes.
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Conposition: Brigade Tactical Oficer; Director of Cadet
Activities (Secretary); a representative of the Dean; the officers in
charge of SCUSA, the Debate Council and Forum and the Fine Arts Forum
two representatives fromother academ c departnents to be appointed by
the Dean; and a representative of the Director of Intercollegiate
At hl eti cs.

5. Athletic Commttee.

Responsibilities: To advise the Policy Board on policy matters
concerning the total USMA athletic program to include facilities, in
order to provide for an integrated, coordinated, and bal anced athletic
program

Composition: Director of Intercollegiate Athletics (Secretary);
Director, Ofice of Physical Education; Drector of Cadet Activities,
the Deputy Chief of Staff for Personnel and Adm nistration; one
representative each, colonel or below on rotating basis, of the Dean and
Commandant ; one non-tenured faculty nenber; a conpany tactical officer;
one representative each appointed fromthe Post Staff and fromthe
Alumi Associ ation; a tenured col onel froman Academ c Depart nment
(chai rman), not an Admi ssions Committee nenber, selected by the
Superintendent for a 2-year termrenewable up to 6 years; and
appropri ate cadet representation as determ ned by the Conmandant.

6. Professional Devel opnent Conmittee

Responsibilities: To nonitor the professional devel opnent of
cadets; to ensure that the academic and mlitary conponents of the
program of instruction reflect the changi ng needs of the graduate, the
Arny, and the Acadeny.

Composition: Dean and Commandant (to alternate chairmanship for 1-
year terns), a representative of each Academi ¢ Divisional area, a
representative of the Brigade Tactical Oficer and of the Director of
Cadet Activities, and two non-tenured faculty nmenbers and two conpany
tactical officers to be appointed by the Superintendent for 2-year
terns; the Dean will designhate a Secretary w thout vote.

7. Cadet Life Commttee.

Responsibilities: To monitor the quality of cadet life.

Conmposition: Representative of the Dean; a representative of each
Academic Divisional area, a representative of the Director of Cadet
Activities, two non-tenured faculty menbers and two conpany
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menbers and two conpany tactical officers appointed by the
Superintendent for 2-year terns, a cadet fromeach of the three upper
cl asses appoi nted by the Cormmandant. The Commandant will designate a
Secretary w thout vote.

8. Conputer Committee.

Responsibilities: To advise the Policy Board on autonation rel ated
matters(conputers, mcroform etc.); to review and support Acadeny
automation requirenents; to establish automation policies and resolve
probl ens regardi ng automati on support.

Composi tion: Heads or designated representatives of the Acadeny
agenci es which are primary users of conputer support (Ofice of the
Dean, Commandant, Director of Plans and Anal ysis, Director of
Intercollegiate Athletics, Director of Adm nistration, and Conptroller).
Non-voting nmenbers will be the Automati on Managenent O fice (AMD and
ot her personnel involved in conputer support or instruction.

9. Institutional Research Advisory Conmittee.

Responsibilities: To advise the Policy Board on current
institutional research and to recommend prograns of institutional
research.

Composition: Director of Plans and Analysis, one tenured and one
non-tenured faculty nenber appointed by the Dean for 2-year terns, two
representatives appoi nted by the Conmandant, the Director of Adm ssions
and Registrar, Assistant to the Dean for Academ c Research. The Director
of Plans and Analysis will appoint the Secretary w thout vote.

10. Chapl ain Coordinating Comm ttee.

Responsibilities: To advise the Policy Board on the religious and
ethical activities of the Corps of Cadets and the West Point staff and
faculty.

Conposi tion: Deputy Commandant; Special Assistant for Honor; two
tenured faculty menbers appointed by the Dean; Chaplain, United States
Mlitary Acadeny, Post Chaplain; Catholic Chaplain; and Jew sh Chapl ain.

B. Academ c Board Conmnmittees

1. Cullum Conm ttee.

Responsibilities: To carry out the provisions of the will of
CGeneral Cullumfor the planning, procurenment, installation, custody,
care, and preservation of all statues, busts, nmural tablets, portraits,
and other works of art in the Cullum Menorial Hall.
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Conposi tion: Superintendent (Chairman), Heads of four Academ c
Departnents, Alumi Secretary (Secretary w thout vote).

2. Adm ssions Conmttee.

Responsibilities: To recomrend annually to the Academ ¢ Board
criteria for adm ssion and readm ssion to the Mlitary Acadeny and,
based thereon, to present to the Academ ¢ Board the names of candi dates
found qualified and recommended for adm ssion and readm ssion.

Composition: Director of Adm ssions and Regi strar (Chairman),
tenured representatives of the Departments of English and Mat hemati cs,
representatives of the Commandant, director of Physical Education, and
Professor of MIlitary Hygi ene (when appropriate), two other nenbers
appoi nted by the Superintendent to serve for a period of 2 years, and
Deputy Director of Adm ssions and Registrar (Secretary w thout vote).

3. Faculty Research Advisory Conmittee.

Responsibilities: To advise the Acadenm c Board on instructional
and faculty research.

Conposition: Associate Dean (Chairman), one tenured and one non-
tenured faculty menber appointed by the Dean for 2-year terns, two
representatives appoi nted by the Conmandant of Cadets, the Director of
Pl ans and Anal ysis, Assistant to the Dean for Academ c Research
(Secretary w thout vote)

C. Dean's Comm tt ees.

1. Curriculum Conm ttee.

Responsibilities: To conduct a continuing review of the curriculum
and to devel op proposal s for change that nmay be deened necessary.

Composition: Associate Dean (Chairman), a tenured representative
fromeach Academ c Division, two non-tenured faculty nenbers appoi nted
by the Dean for 2-year terns, a representative each fromthe Ofices of
Physi cal Education and MIlitary Instruction appointed by the Comuandant
for 2-year terns, and the Assistant to the Dean (Secretary w thout
vote).

2. Cass Commttees. (First, Second, Third, Fourth)

Responsibilities: To report to the Dean on acadenmic nmatters
pertaining particularly to the cadet class concerned, including the
determ nation of proficiency of cadets, cadets to be advanced from cl ass
to class, the disposition of cadets who are deficient, and cadets who
are to be granted dipl onmas.
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Composition: Two non-tenured faculty nenbers from departnents
whi ch teach required courses to the class concerned, a representative
fromthe Ofice of Physical Education, a representative fromthe
Departnment of Tactics, and the Chairman (appointed by the Dean) who will
be the Head of an Acadenic Departnment which teaches a required course to
the class concerned; the Assistant to the Dean will be Secretary w thout
vot e.

3. Schol arship Commi ttee.

Responsi bilities: To recommend to the Dean cadet candi dates for
schol arshi ps authorized by current Arny regul ations; to nonitor
adm ni strative arrangenents for schol arship candidates; to report on
cadet participation in scholarship prograns.

Conmposition: Representatives of Departnment Heads of Socia
Sci ences, Engi neering, Physics, and Foreign Languages; a representative
appoi nted by the Commandant and representatives fromtwo other academc
departments appointed by the Dean for 2-year terns. The senior nenber
will be Chairman; the Assistant to the Dean will be Secretary w thout
vot e.

4. Academ c Division.

Responsibilities: To recommend to the Dean course content,
el ective courses, concentration, and field requirenments, and ot her
matters relating to the several disciplines in the academ c division

Composition: Chairman to be elected by the tenured faculty menbers
in each departnent within the divisional area, a tenured and non-tenured
faculty nmenber appoi nted by each Head of Department in the divisiona
area for a 2-year term and a representative appointed by the Commandant
for a 2-year term

5. Instructional Support Conmittee.

Responsibilities: To advise the Dean on matters concerning the use
of Academ ¢ Computer Center and instructional technology to support
cadet instruction.

Conposi tion: Associate Dean (Chairman), one representative from
the Departments of Earth, Space, and G aphics Sciences, Mathematics,
Physi cs, and Engi neering; two representatives from other Academ c
departnments to be appointed for 1l-year terns on a rotating basis; and a
representative each fromthe Ofice of the Commandant, the Deputy Post
Commander, and Instructional Support; and Assistant to the Dean
(Secretary without vote).
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6. Library Conmittee.

Responsi bilities: To advise the Dean on matters concerning the
operations of the USMA Library and to recomend to the Dean changes in
policy, regulations, or procedures applicable to the Library.

Composition: Librarian; Director of Plans and Anal ysis; tenured
representatives of the Heads of Departnents of English, History, and
Soci al Sciences; and a non-tenured representative of each of the
remai ni ng academ ¢ departments who shall serve for a period of 2 years.
The Chairman will be the senior tenured faculty menber; the Assistant to
the Dean will be Secretary w thout vote.

7. Cadet Academ c Counci |

Responsibilities: To advise the Dean on academ c matters of
concern to the Corps of Cadets.

Conposition: Sixteen cadets (one fromeach class in each reginent)
appoi nted by the Commandant; the Chairman and Secretary will be el ected
fromthe nenbers

8. Mat hematics | nstruction.

Responsibilities: To coordinate the content and tim ng of
mat hermatics instruction with the requirenments of other courses; to
el im nate duplicatory teaching requirenents; to devel op applications and
requi rements which exploit the use of conputers as mat hematical problem
sol vi ng devi ces.

Composition: One representative each fromthe Departnent of
Behavi oral and Leadershi p Sciences, Chem stry, Earth, Space, and G aphic
Sci ences; Electrical Engineering, Mithematics, Mechanics, Physics,
Soci al Sciences; Ofice of the Commandant; and Instructional Support and
Information Systens Division, Ofice of the Dean. Secretary w thout
vote, Assistant to the Dean

9. Witing.

Responsibilities: To devel op and coordinate a | ogi cal and bal anced
program of witten requirenments spanning the four-year curriculuny to
establ i sh standards for the length and scope of requirenments wthin each
year; to review and establish grading standards for grammar and manner
of expression.

Conmposition: One representative each fromthe Departnents of
Behavi oral and Leadership Sciences, English, History, Law, Socia
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Sci ences; Ofice of the Commandant; Basic Sci ences and Mat henmatics
Di vi sion; and Applied Science and Engineering Division. Secretary:
Assi stant to the Dean.

D. Commandant's Committees

1. Professional and Mlitary Training

Responsibilities: To advise the Commandant of Cadets on the
program of professional and mlitary training of the Corps of Cadets by
t he Departnment of Tactics.

Conmposition: Director of Mlitary Instruction (Chairman), two
conmpany tactical officers, one instructor fromthe Ofice of Physica
Education, two representatives fromthe Departnent of Mlitary
Instruction, and one tenured faculty representative and one non-tenured
faculty representative appointed by the Dean. Secretary to be appointed
by the Chairman.

2. Disciplinary Review Conmittee.

Responsibilities: To advise the Conmmandant on the state of
discipline in the Corps of Cadets; to propose any needed changes in
policy or procedures; and to reconmend the di sm ssal of any cadet for
deficiency in conduct.

Composition: Brigade Tactical Oficer (Chairman); three additional
of ficers appointed by the Conmandant; one tenured and one non-tenured
faculty nmenber appointed by the Dean for 2-year, overlapping terns; two
cadets (w thout vote or attendance on matters of dism ssal) appointed by
the Cadet First Captain; a comm ssioned officer fromthe Conmandant's
office (Secretary w thout vote).

3. Category | and Il Leadership Boards.

Responsibilities: To advise the Commandant on | eadership
instruction, positions, and evaluation, and to recommend for di sm ssal
those cadets deficient in | eadership.

Conposition: Brigade Tactical Oficer (Chairman), reginental/
battalion Tactical Oficers, two officers appointed by the Commandant,
tenured representative of the Departnent of Behavioral and Leadership
Sci ences, and three officers appointed by the Dean for 2-year terns.
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E. Deputy Post Commander's Committees

1. Installation Planning Board.

Responsibilities: To prepare the proposed Master Plan for the
Acadeny, to ensure appropriate coordination with Federal, State, and
| ocal agencies for resolution of unusual physical devel opnent probl ens,
to ensure that maxi numuse is nade of existing facilities, and to
formul ate and justify the construction programfor the installation.

Composition: Dean (Chairman), Commandant, three Heads of Academ c
Departnents to be appointed by the Superintendent, Chief of Staff,
Deputy Post Commander, Director of Industrial Operations, Conptroller,
Director of Plans and Analysis, Director of Facilities Engineering
(Secretary), and the Deputy District Engineer of the New York D strict.

2. Museum Board.

Responsibilities: To recommend policy for nuseum operations; to
advi se on museum nenorial gift and award activities, and on joint gift
funds of the West Point Miuseum and the USMA Library.

Composition: Tenured representative of the Departnment of Hi story;
three faculty nmenbers appointed by the Dean for 2-year terns, Director
of Alumi Affairs and Gfts, Museum D rector, and USMA Li brari an
(Secretary). The Superintendent will appoint the Chairman

3. School Board.

Responsibilities: To review curricular, faculty and staff, and
facilities matters of the West Point Elenentary School System

Composition: Three representatives appoi nted by the Dean, one
representative appointed by the Commandant, one representative appointed
by the Deputy Post Commander; Secretary (w thout vote) will be the
school superintendent. The Superintendent will appoint the Chairnman

4. Housi ng Advisory Council.

Responsibilities: To review housing policies and to recomend
needed changes.

Composition: Three nenbers appoi nted by the Dean, one nenber
appoi nted by the Commandant, one nenber appointed by the Deputy Post
Commander (Chairman); the Chief of the Housing Division will serve as
Secretary (w thout vote)
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5. Real Property Construction and Mi ntenance Revi ew Board.

Responsibilities: To advise on all matters pertaining to m nor new
construction and all major real property maintenance projects.

Conposition: Chief of Staff (Chairman), Deputy Post Conmmander,
Dean's representative, Conmandant's representative, Director of
Industrial Operations, Director of Facilities Engineering (Secretary),
Conptrol | er, Assistant Deputy Post Commander (Stewart Army Subpost).
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APPENDI X E
ADM SSI ONS

A. Di scussi on.

Per haps no other single factor influences the environnment of a
university as dramatically as does the quality of its entrants. Wth
regard to the Acadeny, sone interviewees stated during the course of our
study that the primary success of West Point could be attributed to the
consistent quality of its entering classes. This perception indicated
the i nportance of the Admi ssions Ofice and its prograns to the
environnent. In turn, it is this inmportance which has focused attention
upon the Admi ssions Ofice fromsources both internal and external to
the Acadeny. Muich is expected fromthe Adm ssions Ofice, and it is
readily criticized for real or imagined faults. |Inseparable from our
study of admi ssions were the topics of pregraduation attrition and post-
graduation resignation. The Study Goup found no unanimty concerning
the relationship of cadet attrition and graduate resignations to the
cadet environnment nor could any definite rel ati onshi ps be established
concerning the effect of the cadet environnment on these |osses.

However, no topics involving the MIlitary Acadeny have been the subject
of as much internal and external study and conjecture as the attrition
of cadets over the four-year program and of graduates prior to the
completion of a full career. This attention is understandable, given
the outstanding quality of each entering class, the considerable cost of
t he educational and training prograns, and the public nature of the
institution. Since West Point is a national institution, its cadets and
graduates are viewed by the public as nore than just college students
and Arnmy officers. This fact alone demanded the inclusion of these brief
comments on both attrition and post-graduation resignation

The m ssion of the Adm ssions Ofice is to establish and execute
adm ssi ons procedures and mai ntain candi date records. Perhaps no ot her
maj or office at the Academy has changed so radically in recent history.
The expansi on of the Corps of Cadets during a period of vocal anti-
mlitarismwas the catal yst which caused significant change in the
adm ni stration of the adm ssions program This required the Adm ssions
Ofice to depart fromits traditional role of processing candi date
records and Congressional education and liaison to that of an active
seeker of qualified, notivated candidates. While the traditiona
m ssions of the Adm ssions O fice remain, all avail able indicators of
the target popul ation dictate an aggressive program of recruiting,
adm ssions information distribution, high school counselor education
and personal contacts with interested groups and individuals. The
Adm ssions Ofice generally has noved aggressively in these areas with
t he excellent, innovative Cadet Public Relations program the Reserve
O ficer Liaison program use of the West Point Societies, and the
educator visits. The conputer program designed to support adm ssions
prograns, was found to be one of the nost innovative managenent systens
at USMA.



Through the years West Point has continued to attract an outstanding
class; and, judged by any standards, candi dates are conpetitive with the
other acadenmies. It is significant to note that, while SAT scores
nati onwi de have declined and the size of the entering classes have expanded,
the quality of candidate attracted to the Acadeny, as neasured by SAT
scores, has renmined basically constant. A different type conparison, that
of attitudes, educational background, and career aspirations of entrants,
conmpared with other groupings of college and universities, again indicates
the high quality of Acadeny entrants.

Fi gures anal yzed indicate that the adm ssions program nust continue to
i mprove if scholastic achievenent is to be the primary indicator of quality
for the incomng class and if USMA is to conpare favorably with the other
Federal academies. One nethod of inprovenent whi ch should be consistently
pursued is to question candi dates declining appoi ntnents and other top
quality prospects to determ ne what the Acadeny and the Arny could do to
i nprove the conpetitive position of West Point. Studies of prospects who
decl i ne have been conducted in the past but need institutionalization until
negative factors can be identified and corrected.

The admi ssion procedures for the adnittance of wonmen appear to have been
wel I pl anned, nanaged, and coordi nated. The entry figure of about 100 wonen
per class appears to be an appropriate nunber, not only to provide a proper
envi ronment at West Point, but to neet projected needs of the Arny as well.

The admi ssions procedures are cunbersone, conplicated, difficult to
understand, and tine-consuming in conparison with civilian schools. Steps
shoul d be taken to reduce the anount of pre-entrance paperwork required of
candi dates. Sonme procedures are mandated by Congress and are beyond the
ability of the Acadeny to change substantively, this difficulty reinforces
the i nportance of providing information to prospective candi dates and
counsel ors and explains the shift of enphasis of the Acadeny's educati onal
efforts from high school juniors and seniors to sophonores and freshnen
Admi ssi ons procedures, other than those required by Congress, should be
stream i ned. Sone procedural changes are currently under study by West
Point authorities. |n addition, Wst Point should take full advantage of an
aggressive early acceptance program for outstandi ng candi dat es.

The pool of qualified, notivated candi dates for USMA does not appear to
be as great as commonly believed. 1In an effort to nmaintain the strength of
the Corps of Cadets at the level required to neet input quotas for Regul ar
Arny officers, candidates nay have been adm tted whose notivati on nade t hem
poor risks. Additionally, there appears to be no substantial pool of
qgualified, notivated women who desire admttance to West Point as |ong as
the curriculum nmai ntains an engi neering orientation. Considering these
factors, cadet strength should be allowed to fluctuate, w thin nanageabl e
bounds, as agreed upon by the Acadeny and DA, OSD and the Congress so that
the quality of entrants will provide for a high probability of success as
cadets and as Regular Arny officers.
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The conposition and functions of the USMA Adm ssions Conmittee
were simlar to all other institutions investigated. The comm ttee
del i berati ons observed were thoughtful, efficient, and m ndful of the
whol e person concept. The Adm ssions Conmittee is enpowered to act on
t hose candi dates obviously qualified and those obviously not. They send
to the full Academ c Board only those cases upon which they cannot agree
or which represent sone degree of risk. Nevertheless, over 500 files
per year are considered by the Academic Board. It is apparent that
current procedures require the forwardi ng of excessive nunbers of files
fromthe Adm ssions Conmittee to the Academ c Board. The majority of
t hese cases appear to represent excessive attention to detail by the
Academic Board. The limts of authority of the Adm ssions Conmttee
shoul d be broadened so that only those adm ssions cases which represent
maj or devi ations from adm ssions policies for the entering class are
brought before the Academ c Board. An expansion of the authority of the
Adm ssions Conmittee is currently being contenplated by USMA and t he
Study Group agrees that this is appropriate. |t also appears
advant ageous for the Admi ssions Ofice to be authorized to decide on
certain obviously qualified or disqualified candidates wi thin
est abl i shed policies.

B. Fi ndi ngs.

In summary, the Study G oup found that:

- The USMA Admi ssions Ofice appears to be well nmanaged, m ssion
oriented, and anxious to inprove its operation. Particularly,
commendabl e is its application of automati on to adm ssions procedures.
It is apparent that Admissions Directors at the other service academ es
respect West Point's adm ssions operations and techni ques.

- The quality of incom ng classes has remained high in both absolute
and relative ternms. However, continuous studies of prospects who
decl i ne and i ndependent research of outstanding prospects may all ow USMA
and/or the Arny to identify factors which, if elimnated, would inprove
USMA' s recruiting position.

- The adm ssion program for wonen appears well -pl anned, coordi nated,
and apparently neets the needs of the Academnmy and the Arny.

- While the quality of incomng classes remains high, a nore
aggressive early adm ssions program may be necessary in the future to
recruit and retain gifted candidates. Recruitnment will be necessary to
ensure the adm ssion of classes of continued high quality.

- The pool of qualified, notivated candi dates desiring to attend USMA
does not appear to be as great as is commonly believed.
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- The Academ c Board consistently reviews approxi mately 500 candi date
files per year. This nunber appears excessive and easily correctable by
broadeni ng the authority of the Adm ssions Ofice and the Adm ssions
Conmi ttee.
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APPENDI X F
THE | NSTI TUTI ONAL FUNCTI ONI NG | NVENTCORY (| FI)

The I FI, a product of the Educational Testing Service, was
adm ni stered at USMA in April 1977. Those conpleting the survey
i ncluded 100 faculty menbers, 38 administrators, 48 nmenbers of the
Tactical Departnent, 112 senior cadets (O ass of 1977), and 89 junior
cadets (Class of 1978). The IFl uses the responses to 132 questions to
devel op scores on 11 scales. Students answer only the first 72
guestions which result in scores for six scales. According to the ETS
techni cal manual

The | FI provides a neans by which a college or university can
describe itself in ternms of a nunmber of characteristics judged to be
of inmportance in Anerican higher education. The instrunment assunes
that different individuals and constituent groups will perceive the
institution differently; the IFI thus affords the opportunity for
study of sources of disparate beliefs about work of the college as a
device for self-study, a college's scores on the IFI would have
meaning only in relation to the institution's presuned rol es and
obj ectives, about which, to be sure, there may or may not be
agr eenent .

The scores of the three staff and faculty groups on the IFI agree on
virtually all scales except Institutional Esprit (IE). Scores and
definitions appear at the end of this Appendix. The IE scale refers to
a sense of shared purposes and high noral e anong the staff and faculty
and | ow scores suggest antagoni sm anong and between groups as well as
poor norale in general within the group. The nenbers of the Departnent
of Tactics are approximately 20 percentile points belowthe faculty and
adm nistrators on the IE scale. Although the IE scores for the faculty
and adm ni strators are higher than the average of other institutions,
they are | ower than one should expect for West Point. Wen the |IFl was
taken by 79 faculty menbers in 1968, the | E score ranked at
approxi mately the 90th percentile, while the current scores for faculty
and adm nistrators are at about the 60th percentile. As was nentioned,
the Departnment of Tactics ranks even |ower, near the 40th percentile.
One explanation for |ow scores of both the staff, faculty, and Tacs, of
course, may be the Electrical Engineering 304 situation and its
aftermath, but it should be a nmatter of concern for the future.

The ETS techni cal manual suggests that "l ow scores on the Freedom
Denocrati c Governance, |nprovenent of Society, and Meeting Local Needs
scales and rel atively high scores on the Institutional Esprit and Self
Study and Pl anni ng di nensions are consistent with one's expectations,
given the special mssion of the mlitary academ es." The manual does
not predict the relatively high score on Concern for Advanci ng Know edge
(AK) or the significantly |ow scores on Concern for Innovation. The
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hi gh AK score may have resulted froma msinterpretation of some
guestions. However, given the m ssion of USMA, one woul d expect that
the AK score would be lower, particularly in conparison with Concern for
Under graduate Learning (UL). AK neasures the degree of enphasis on
research and scholarship while UL reflects the degree of enphasis on
under graduate teaching and learning. |If the scores on AK and UL are
accurate descriptors of the perceptions at USMA, one m ght conclude that
sonme shift in enphasis is desirable.

The | ower score on Concern for Innovation (Cl) nmay be the npst
significant indicator of this survey. The technical nanual says:

Concern for Innovation refers, in its highest form to an
institutionalized conmtnent to experinentation with new ideas for
educational practice. A high score reflects the view that senior
adm ni strators are receptive to new i deas, that people are encouraged
to innovate and experinment at all |evels, and that significant
changes, in the curriculum for exanple, have, in fact, been nmade in
recent years. Low scores could inply traditionalism conplacency, or
opposition to change in the college conmunity.

Exam nati on of responses to the questions which contributes to the Cl
scale shows a lowrating in "general willingness here to try innovations
t hat have shown prom se el sewhere," extrenely high rating in "tradition
so strong it is hard to nodify established procedures or try new ones,"
very lowrating in "senior adnministrators and departnent chairnen
encourage professors to try new courses and nethods," and unusually
strong agreenent with the statenent that "ideas for innovations nust be
approved by top level administrators before being tried out." The
answers support a perception that decisions are controlled at too high a
| evel and that innovations suggested at |low levels receive little
support. The CI score for this survey is nmuch [ ower than on the 1968
survey. In 1968, the Cl score was only slightly bel ow the national nean
while in 1977 it is nore than a standard devi ati on bel ow t he nmean.

The scores for the two groups of cadets agree with the staff and
faculty on Intellectual -Aesthetic Extracurriculum (1 AE), Freedom (F),
and Denocratic Governance (DG . M nor variations occur on Human
Diversity (HD), Concern for Inprovenent of Society (1S), and Concern for
Under graduate Learning (UL).

Cadet s perceive the West Point conmunity as | ess heterogeneous (HD)

interns of faculty and student background and beliefs than do the staff
and faculty.
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Bot h cadet groups scored higher on IS than the staff and faculty. The
di fference is expl ai ned when one exam nes the questions feeding this
scale. For exanple, while 63 percent of the cadets perceive that a
nunber of professors are involved in econom c planning at the nationa
or state level, only 26 percent of the staff and faculty believe this is
true.

The junior cadets (Cl ass of 1978) scored higher on the UL scal e than
did the staff and faculty or the Class of 1977. This difference
i ndicates a perception of a slightly greater enphasis on undergraduate
| earning and teaching than that seen by the other groups.

From t he above exam nation several concl usions energe:
a. Al though the perceptions of the various groups of the functioning
of USMA are in basic agreenent, not all of the ratings are at desirable

| evel s.

b. Esprit and norale anong the staff and faculty, especially in the
Tactical Departnent, are unusually | ow

c. The rel ative enphasis on research and schol arship (AK) and an
under graduate teaching and | earning (UL) are inappropriate.

d. The traditionalism conplacency, opposition to change, and | ack of
encour agenent to innovate and experinment (Cl) have beconme too strong and
are stifling initiative.

e. Too many deci sions have to be made at too high a level at the
Acadeny.

The follow ng chart depicts scoring by category of the various groups.
Cadets were not surveyed on the last five itens.
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BRI EF DESCRI PTI ONS OF THE ELEVEN SCALES OF THE | NSTI TUTI ONAL FUNCTI ONI NG
I NVENTORY

1. Intellectual -Aesthetic Extracurriculum (l1AE): the extent to which
activities and opportunities for intellectual and aesthetic stinulation
are avail abl e outside the classroom

2. Freedom (F): the extent of academ c freedomfor faculty and students
as well as freedomin their personal lives for all individuals in the
campus conmuni ty.

3. Human Diversity (HD): the degree to which the faculty and student
body are heterogeneous in their backgrounds and present attitudes.

4. Concern for inprovenent of Society (IS): the desire anong people at
the institution to apply their know edge and skills in solving soci al
probl ens and pronpting social change in Anmerica.

5. Concern for Undergraduate Learning (UL): the degree to which the
college in its structure, function, and professional conmtnent of
facul ty-enphasi zes undergraduat e teachi ng and | earni ng.

6. Denocratic Governance (DG : the extent to which individuals in the
campus community who are directly affected by a decision have the
opportunity to participate in nmaking the decision.

7. Meeting Local Needs (MLN): institutional enphasis on providing
educational and cultural opportunities for all adults in the surroundi ng
conmuni ti es.

8. Sel f-Study and Planning (SP): The inportance college | eaders attach to
conti nuous |ong-range planning for the total institution, and to
institutional research needed in fornulating and revising plans.

9. Concern for Advanci ng Know edge (AK): the degree to which the
institution-in its structure, function, and professional comitnent of
facul ty-enphasi zes research and schol arship ai med at extendi ng the scope
of human know edge.

10. Concern for innovation (Cl): the strength of institutiona
comm tment to experinentation with new ideas for educational practice.

11. Institutional Esprit (IE): the level of norale and sense of shared
pur poses anong faculty and adm nistrators.

181



