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Abstract

The purpose of this paper was to examine the high
failure rate at the U.S. Army Reserve's noncommissioned
officer academies. Specifically, this paper addressed
three hypotheses which may influence the failure rate.
The are: (a) The development of a procedures manual
for instructors would be beneficial, (b) the current
curriculum should be changed, and (c) students should

be pre-tested.

Tc ascertain which of these interventions may
reduce the failure rate, the researcher: (a) conducted
an extensive literature review, (b) developed opinion
surveys for students, instructors, and administrators,

and (c) conducted on site visits.

The literature review and site visits made it
clear that instructors/trainers must be: (a) competent,
(b) learner oriented, (c) demonstrator, coach, and
facilitator, (d) set clear goals and objectives, and (e)

give feedback.

The trainer must also understand the trainee's
goals and objectives. Therefore, the researcher
believes that the adoption of a procedures manual and
the pre-testing of trainees/students will reduce the

| high failure rate.
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Chapter I

In the late 1970s the U.S. Army's Training and
Doctrine Command (TRADOC), implemented the
Noncommissioned Officer Education System. TRADOC
stated that the principle objective of this system is to
(1988), "train noncommissioned officers to be trainers
and leaders of soldiers who will work and fight under
their leadership" (p.3-17). The noncommissioned officer
education system consists of four courses. They are:
(a) Primary, (b) Basic, (c) Advanced, and (d) Senior.
The latter is normally referred to by its common name,

"The Sergeants Major Course."

These levels within the noncommissioned officer
education system are sequential both in subject matter
and in rank, or seniority of the attendee. The primary
course 1is designed for newly promoted sergeants; it
deals with fundamental leadership skills. The basic
course builds on the leadership skills learned during
the primary course, and provides technical duty (job)
related training. The advanced course is a step above
the basic course; in that it provides both leadership

and technical training based on a greater degree of

responsibility.




The final educational rung prepares noncommissioned
officers for positions of responsibility from battalion
level to the Department of Defense. The senior level
is not technical in content, rather it deals with
topics such as: (a) counceling, (b) force integration,
(c) resource management, (d) national purpose, (e)
foreign affairs, and (f) communication skills. To
attend either the advanced or senior level courses,
noncommissioned officers must be selected by the

Department of the Army.

The noncommissioned officer education system in the
Army Reserve parallels that of the Regular Army.
However, there appears to be a problem, that is: There
is a larger than expected failure rate at several gf
the noncommissioned academies, especially in the areas

of leadership, land navigation, and map reading.

The Army Reserve Forces schools and academies that
teach these courses have some limiting factors that may
cause the higher than expected failure rate. Foremost
among these is that their instructors are normally part-

time. They are part-time in that their primary jobs

are in the civilian community.




While they may indeed be full-time instructors on
the staff of a Reserve Forces school, or a
noncommissioned officer academy, they are not
instructing on a daily basis. Few, if any of them are
instructors in the civilian sector. Each of these
instructors is required to be a graduate of the course
that they teach; as well as a graduate of the Training
and Doctine Command's Instructor Training Course.
Additionally, each instructor must have held a
commensurate leadership position to which his or her

students aspire.

The high failure rate may be attributed to one of
the following factors:

1. A poor selection process. Soldiers are
selected to attend these courses without regard
to their academic abilities.

2. Instructors have little or no background in
training techniques. Instead, instructors may be
chosen based on their availability, and that they
have met certain requirements.

3. Instructors are not interviewed. Instructors
are brought into the academic environment without
an interview, they are not adequately evaluated,
feedback is lacking or not existent, and finally
instructors do not receive yearly certification.




In summary, the aim of this paper was to develop,
investigate, study, and research the reasons behind the
high failure rate. The current research indicates the
following hypotheses: (a) It is possible to reduce
this high failure rate by developing a procedures
manual for instructors, (b) It is possible to reduce
this high failure rate by instituting pre-testing of
students, to determine their capabilities, and (c) It

is possible to reduce this high failure rate by

changing the curriculum.
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Chapter II

Literature Review

A review of the pertinent literature on training
is necessary if we are to understand the absoclute
necessity for standardization within the instructor
force. To view this need in the proper perspective,
the researcher will demonstrate the emphasis placed ocn
training by business and academia. The literature
makes it clear that instructors, trainers, must ke:
(a) competent, (b) learner oriented, (c) a demonstrator,
coach, and facilitator, (d) must set clear goals and
objectives, (e) give feedback, and (f) conduct and
receive evaluation on the training given. First and

foremost, however, is the importance of training.

Importance of Training

Margolis and Bell (1989), state that the importance
of training can be measured in the following areas:
(a) Training must be geared to ensuring that the trainee
is equipped to do his or her current job, (b) Education
must prepare the trainee for a future position, and

(c) That development assists the trainee to adapt to

changes within the organization.
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What Margolis and Bell (1989), are saying is that
good effective training must encompass three things.
Get the trainee proficient, prepared for new
responsibilities, and instill the ability to change and
grow in and within the organization. Margolis and Bell
(1989), also believe that good, sound, and effective
training is best when delivered by competent and

confident trainers.

Training Techniques

Renner (1990), believes that the most important
first step is taken during the orientation stages. He
states, that an introductory exercise has nothing to do
with course content, but is most necessary. If you
want trainees to work in harmony, and understand that
each has something to offer, then this stage is
required. In the second stage, he kelieves that the
problem, issues, or questions must be clearly stated.
Then the instructor should survey each trainee to find
out what he or she knows about the problem, issues,
etc. He explains, that this exercise gives a quick
composite picture of what the group understands. It

also allows each individual to realize that he or she

has something to contribute.




A concept that should be developed when trying to
influence trainees is that of closure. Zosel (1990),

says that the way to accomplish this is to leave out

some key points or ideas, thus allowing the trainee's
mind to "close" on the information for him or herself.
He illustrates a number of technigues to get the trainee
to use closure. Among them are: (a) asking guestions,
(b) word play, and (c) fill in the blanks. While word
play and £ill in the blanks can be thought of as word
games, asking questions is a definite attention getter.
Asking questions stimulates mental activity, and helps
the trainee remember. Zosel (1990), believes that
these closure techniques do not replace effective
training methods of stating objectives and facilitating
discussion, but that they stimulate thought processes

and assist trainees in learning and retaining concepts.

Closure may also be thought of as feedback. It is
one of the more important learning precepts that a
trainer must impart to and for trainees. Larson
(1989), cites Ashford and Cummings (1983), who stated,
"that feedback is important because it aids in the
attainment of performance goals, and helps the learner

attain personal goals" (p.409). Feedback will be

discussed in greater detail latter in this chapter.
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Another factor to be considered in training
techniques is clearing the air. Many trainees believe
that training is a disruption in the normal scheme of
things. They simply do not understand why they are
there. Sirageldin (1990), states that to alleviate
this, the trainer must clearly state why the training
is being conducted. To do this, she states, that
unmistakeable objectives must be set. Further, she
states the objectives should be crisp, clear,

realistic, action oriented, and easily demonstrated.

Technigues in Skill Learning

Cascio (1989), says that when the emphasis is on
skill learning, the following factors are essential:
(a) goal setting, (b) behavior modeling, (c) practice,
and (d) feedback. Within the first factor, he states
that the expectations of the trainer play an important
role in the ability of the trainee to succeed. From
this point that Cascio makes, it is easy to see that
the trainer must set goals and standards for him or

herself so that the trainees can successfully complete

the instruction.




Training Needs

Hobbs (1990), has developed a worksheet for
analyzing training needs. While many of his points are
not applicable to structured training, or instruction,
several of them are appropriate, especially for sub-
standard performers. He states that the trainer must
know: (a) If the deficient performer knows the
standard, (b) Does he or she know how to perform to the
standard, and (c) What are the positive and negative
consequences of not performing to standard? Further,
he says that proper training is an effective means for
helping to reduce turnover. A direct correlation can be
made, in that effective training helps reduce trainee

failure rates, which then reduces re-training costs.

Preparation and Content

Program content is important for the trainer to
know and understand. Warshauer (1988), says that the

trainer must prepare and incorporate this knowledge

along with the goals and objectives of the trainee. 1In
addition, she states that the trainer's style cannot
interfere or stymie the trainee's learning process.

She offers a sample worksheet to follow in outlining

her theory of dovetailing the trainer and trainee's

goals and objectives.
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Adams (1990), relates that the following factors
are most important in the training influence: (a)
Preparation - especially in the subject matter, (b)
Awareness - with special attention to procedures and
content, and (c) Skills - which include the special
characteristics of active listening, and asking open-

ended guestions.

Trainer Characteristics

Kouzes and Posner (1989), identify five
characteristics which the majority of people admire in
leaders. Specifically, people look for: (a) Honesty,
(b) Competency, (c) Inspiration, (d) Credibility, and
(e) Forward looking traits. These characteristics are
also needed by those who are trainers and instructors.
This is true, because in the absence of competency,
trainers will fail and the failure of trainees is a

foregone conclusion.

Competence is gained from knowing your followers,
trainees, and leading by example. Kouzes and Posner
(1989), believe you must know your followers. Only by
knowing them can you inspire them to meet their goals
and objectives. They believe in leading by example.

It is critical that the trainer be able to do each task
required of the trainee. Trainers must be coaches,

showing how to act, react, and most of all teaching how

to think.




Margolis and Bell (1989), agree in stating that
trainer selection plays a large part in how effective
the training will be, and that it is directly in
proportion to what the trainee learns. They state that
those who hire trainers must look for "learner
oriented" trainers. These are trainers who key on
being helpful, and Margolis and Bell (1989), believe

that this is essential.

Training Stvles

Margolis and Bell (1989), state the trainer who is
learner oriented must have separate and distinct styles.
These styles are: (a) Coach, (b) Demonstrator, and (c)
Facilitator. The demonstrator portion is the expert
who tells the trainee how, where, when, and why the
learning experience will be used. The coach then takes
over by saying "now you try it," I will be there to
help and support your efforts. One caution with the
coach is, that he or she must never do anything that the
trainee is told not to deo. The facilitator portion must
always be present. It is in this stage that the trainer
arranges various experiences in sequence so that the

demonstrator, or coach can effectively input the

knowledge and helpful assistance.




It is the facilitator, however, who is the key to
keeping the training on track, and knowing when to move
into the other roles. The facilitator is that portion
of the trainer who must lead the group discussions, and

in general direct the learning process.

Training Credentials

Kouzes and Posner (1989), and Margolis and Bell
(1989), have told us what to look for in a trainer.
However, teaching, or trainer credentials should also be
an important factor. Fresko, Carmeli, and Ben-Chaim
(1989), agree in their report on teaching credentials
and other variables. They found, however, that hiring
based solely on formal teaching credentials to be only
marginally revelant to teaching effectiveness. Further,
they conclude that hiring practices which include
serious consideration of teaching ability is likely to

be more effective.

Feedback

One of the most important things that a trainer
must learn is giving feedback to trainees. Cascio
(1989), says that feedback is essential, both in the
learning process and for trainee motivation. He

believes that the emphasis must be on "when and how"

a trainee did something well.




Cascio (1989) continues by stating that good,
effective and prompt feedback promotes learning and
motivates the trainee in the following ways: (a) It
gives trainees a benchmark on how well they are doing,
(b) When the trainee realizes that the trainer is
interested in his or her success, it helps to spur the
learning process, and (c) Feedback helps to solidify the
goals and objectives of continued performance. To be
effective and have lasting impact, the feedback must
occur as soon as possible after the incident to which

the feedback is given.

Wood and Scott (1989), list what they refer to as
the "ten commandments" of feedback. Several of these
commandments will serve any trainer well, and if used
properly will be taken by the trainee in a positive
light. The following should be used: (a) Give
feedback only on observed behavior, (b) Focus on what
can be changed, (c) Ask guestions - such as "how could
you have accomplished that task differently?", and (d)
Make sure that the feedback has some potential value, if
not keep it to yourself. However, the most important
of these "ten commandments" is the one which says that
"feedback must be given on the things that the trainee

did well." This type of feedback, however, must be

genuine and sincere for it to have any effect.
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It is not always possible to give positive
feedback, Larson (1989), related that there is a large
reluctance to giving any type of negative feedback. So
much so, that there is a negative feedback buildup.
Then, and only then will feedback be given. It will
come at a time when the severity of actions, or
omission of any action, can no longer be overlooked.
Further, he continues, while the buildup is going on,
the trainer experiences an emotional trauma which
causes the feedback to be more destructive than had it

been given much earlier.

Feedback is usually thought of by the trainee to
be critical in nature. Cascio (1989), believes that
feedback should be given and used in a positive manner.
He believes that on the positive side, feedback can be
seen as reinforcement for good actions. On the other
side, feedback should be taken as warning signals to

eliminate unwanted actions and habits.

Evaluation

A critical factor in any training program or course
of instruction is evaluation. Probably the most common
form of evaluation is the post course guestionnaire.
Several thoughts must be considered on this specific

type of evaluation, and on the topic of evaluation in

general.
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Erickson (1990), believes that the post training
questionnaire gives only short-term assessment, and
does not provide the long-term view - namely, "is the
trainee putting into practice what has been learned"
(p. 57). He further states that evaluation must ke
conducted on the job after instruction has been
completed. He says that this is the best way to
distinguish between the trainee's functional knowledge,
and his or her ability to put that knowledge into

cperational practice.

If we follow Erickson (1990), then we should ask
the very specific question, "why evaluate at all?" It
should follow that trainees will be returned to their
jobs better equipped, having been exposed to learning
new ideas, concepts, and understanding responsibilities
to a greater degree. This is the purpose of training,
and it should not be necessary to evaluate its merits.
This is a naive approach, but one that is all to often

taken.

Warshauer (1988), corrects this type of thinking.
She states that evaluations not only monitor the
trainee's performance, but help to increase the
trainee's credibility. However, she states that reports

from trainees, while necessary, prove to be only of

marginal use.
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Warshauer (1988), believes that trainee reports
tend to focus on the last session, or on a specific
are. To alleviate this, she advocates observer reports.
In addition, she thinks that trainer reports can be of
great benefit. Trainer reports, she says, must be
standardized, and revaluated on an annual basis. The
reason for the latter is to prevent user bias, and to
retain a fresh approach as to whether course goals and
cbjectives are being met. Observer reports are most
useful, when the observer is knowledgeable of the
trainer's area of expertise, and if the report is
objective in format. This is not to preclude observer
comments, but standardization cannot be achieved without

reports that ask the same basic questions.

Phillips (1983), states that one major purpose of
evaluation is to determine if the training is
accomplishing the stated objectives. Other points made
by Phillips which are of benefit to trainers are: (a)
It can help to determine if the program is adequate,
and (b) It can help the staff and faculty develop a data

base which can be useful in seeing that emphasis is

placed in areas that require it.




Phillips (1983), also cites Kilpatrick (1959),

who states that evaluation should measure the following:

(a) Reaction, (b) Learning, (c) Behavior, and (d)
results. Each of these areas are necessary when

measuring the effectiveness of any training program.

The last thing that evaluation must do is to
assist the trainee in self-evaluation. Knowles (1980),
feels that this is the most important, as it lets the
trainee see and understand how he or she has
progressed from the beginnings of a task, at the start
of learning, to the successful completion of that task,

at the conclusion of the training.

Knowles (1980), sums up the basic tenets of
learning and instructing on the adult level in the’
following manner: (a) Adults have a need to be self-
directing, (b) Adults key their learning to past
experiences, (c) Programs should be centered around a
willingness to learn, as adults would not otherwise be

there, and (d) Adults are performance oriented to the

learning process.




From the importance of training to learning on the
adult level, we see that a trainer must be and know
many things. Training is the key to improvements in
the trainee's performance, knowledge, and stature within
any organization. However, it is up to the trainer to
be sufficiently versed in his or her area of expertise
to make these things happen. The literature has been

very clear, good training, and good effective trainers

are the organization's lifeblood.




Hypotheses

The problem as previously stated is that there is
a high failure rate at several noncommissioned officer
academies, especially in the areas of: (a) Leadership,
(p) Land navigation, and (c) Map reading. This led
the researcher to develop the following hypotheses:

1. It is possible to reduce this high failure

rate by developing a procedures manual for

instructors/trainers.

2. It is possible to reduce this high failure

rate by instituting pre-testing of students to
determine their capabilities.

3. It is possible to eliminate this high failure
rate by changing the curriculum.




Chapter III

Method

To test each of the hypotheses, the researcher
conducted on site visits, and mailed questionnaires to
each of the academies to support, alter, or eliminate
each of the hypotheses. Due to time limitations during
on site visits, the researcher was unable to have in-
depth interviews with any of the instructor staff, or

with any students.

Procedures

The researcher selected an opinion questionnaire
to use as a data collection plan. Actually, three
questionnaires were developed, one each for students,
instructors, and administrators. The collection plan
was designed to prove that one or all of the hypotheses
was correct. This was a double blind survey, in that
the surveys were mailed to each of the five academies
by the researcher. With the exception of the
commandant at each academy, none of the respondents
knew the purpose of the survey, or the identity of the
researcher. The surveys were distributed and collected

by personnel who did not take part in the survey, thus

reducing undo influence on the respondents.
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The survey was mailed to each academy on July 7,
1990. The survey was not field tested prior to
distribution. This was done to preclude any possible
bias, personal or otherwise, and to keep the survey as
pure as possible. The survey will not be post-tested,
the researcher believed that no discernible difference

would be found by post-testing.

The decision not to post-test is based on the
knowledge that some of the noncommissioned officer
courses are being changed. These changes are not in
content, and are not changing any materials. Rather,
they are consolidating hours, and restructuring class

time. Due to these reasons, and that the researcher

would need to redesign the surveys, it is the opinion

of the researcher that the results of the survey could
not be duplicated by post-testing. Furthermore, given
the changes, albeit subtle ones, a post-tested survey

would take on a different meaning. Lastly, these

changes are not to take place until after January, 1991.

There were no overt or covert limitations placed on
the survey. While it is true that students were asked
to give their sex and years of service, these were
asked to ascertain if maturity had any bearing on

ability to complete the course, or if sex was a barrier

to learning.
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The latter question was asked to determine if the
instructor force, which is predominantly male, had any
bearing on the female soldier's ability to succeed.

The U.S. Army's ratio of males to females is 6:1.
While the figures of the instructor staff is not given,
or kept, by the Army, the researcher concluded that it

is at least the same or greater.

Subjects

The size of the population selected to participate
is as follows: (a) 260 surveys were mailed and
distributed to students, 52 to each academy. This
number was selected as it would give a sample of between
25 and 40% of the student population. The percentage is
considered significant as it would be representative of
the student population as a whole during any given
cycle. (b) 88 surveys were mailed to instructors, this
wvas based on authorizatiocons, and should represent the
entire instructor staff at all five academies. The
researcher determined that this should be a good cross
section of all instructor personnel who rotate into and
out of the staff on an annual basis. Additionally, this
would represent all instructors who were assigned at the

time that both students and administrators were

surveyed.
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And (c) A total of 15 surveys were mailed to the
commandants, directors of instruction, and to the
senior instructors. The researcher requested that only
those persconnel listed answer the survey directed to the
staff. This was done so that adeguate comparison of the

answers received from the staffs could be analyzed.

Instrument

Questions asked of the commandant, and the academic
staff were directed towards determining if each of the
academies followed similar guidelines. Specifically,
in the areas of screening instructors, evaluations, and
critiquing of instructors. The survey also asked, if
instructors received feedback and coaching. No
guestions were asked of this group that would lead to 2
subjective answer. This helped eliminate bias, as
commandants and the staff would be protective of their

academies.

Instructor guestions fell into demographic areas
of: (a) Years of Service, (b) Years instructing, (c)
Number of classes taught yearly, and (d) sex. A
discriminating gquestion was asked regarding military
background, this was asked to determine if background
had a bearing on pass rates. A similar question was

asked of the staff. Instructors were asked if they were

full time, or not. This could impact on the results.




Students were also asked demographic questions
concerning: (a) Sex, and (b) Years of service. They
were also asked the following: (a) Were they pre and
post-tested, (b) Did they receive feedback, (c) Were
they coached, (d) Were objectives clearly stated, (e)
Were guestions answered during orientation, and (f) Did
they receive a welcome packet, and did it outline
materials for preparation. These guestions were asked
to obtain an indication if the academies and the
instructor staff were following published guidelines.
Also, if they were following the tenets necessary for

good, solid, effective, and meaningful training.

The Lickert Scale was chosen for the responses to
the survey instrument. The possible responses ranged
from "does not apply" to "always." As previously
stated several guestions on each survey dealt with
demographic data, such as: (a) Age, (b) Years of
service, (c) Sex, and (d) Military specialty. These
demographic questions were asked to determine if any of

these independent variables would have some bearing on

the hypotheses.




Precautions

The researcher believes that adequate precautions
were taken in the development of the survey, and this
helped to preclude any possible skewing of the results.
Commandants were assured that if requested, no results
of their particular survey would be released to
military officials. The researcher believes that the
data collection instrument is free from any outside

limitations which may distort the findings.

The researcher makes the above statement for the
following reasons: (a) The survey instrument was
developed solely by the researcher, (b) No senior
military official has been offered or asked for a copy
of the results, (c) While senior military officials,
to include my immediate division chief, have been
advised of this research, no assistance has been
offered, asked for, or given, and (d) None of the

academies was contacted prior to the solicitation

letter asking that the surveys be distributed,
collected, and forwarded to the researcher. In view of
the foregoing, the researcher can state that the data

collection instrument is free from any outside

limitations which may distort the findings.
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Chapter IV

Results

Of the 260 surveys mailed to students, 244 were

returned yielding a 94% return rate. Approximately 73%
of the respondents were males, 27% were females. There

were only minor differences in the answers given which
could be attributed to gender or years of service.

They are: (a) 50% of the females who responded felt
that "occasionally" or less was there enough time to
study, this compares with 33% of the males giving the
same response, and (b) 56% of the females said that they
were pre-tested "occasionally" or less, this compares
with 47% of the males who gave the same response. Of
significant note, however, is that 53% of the males and
84% of the females indicated that they had less than
eight years of service. This would seem to imply that
these soldiers expect more time to study, and prefer to
be pre-tested to ascertain their strengths and

weaknesses (See Table 1).

Question eight asked students, "if they were post-
tested at the conclusion of the course?" This question
is also asked by the course develcopers as a critique of
the material presented. More than 41% of the students

stated that they were post-tested "occasionally" or

less.




Table - 1 Student Survey

Question #3 - Is there adequate time for study?
Females Males

Occasionally or 50% 33%

Less

Often 32.8% 32.2%

Always 17.2% 34.8%

Question 7 - Did yvou receive a pre-test?

Occasionally or 56% 47%

Less

Often 28.1% 25, 5%

Always 15.9% 27. 5%

Question #14 - How long have you been in the Army?

2-4 years
5-8 years
9-12 years

13-16 years

Over 16 years

35.9%
48.4%
6.3%
6.3%

3.1%

25%

28.4%
15.1%
13.4%

18.1%




Additionally, more than 26% said that they were
never post-tested, or that the question did not apply.
Only 33% said that they were "always" post-tested. This
indicates that the academies and their instructors are

not following sound training principles (See Table 2).

The most vexing response on the student surveys
was that given to guestion 12. It asked,"if the student
had received a welcome packet, and if so did it give
instructions on material to study in preparation for
the course?" A large majority of those responding said
that this gquestion either "did not apply", suggesting
that they received nothing, or that they received a
packet, but without instructions on how to prepare for

the course.

When the results reported above are cougpled with
those responding "occasionally," then more than 67.7%
of those who responded were not adequately prepared.
Margolis and Bell (1989) have stated that it is
necessary to get the trainee (student) prepared. A
good way to ensure preparation is by sending

instructions on what to study prior to beginning the

course (See Table 3).
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Table 2 - Student Survey

Question #8 - Were vou post-tested?
Occasionally or 41.5%
Less

Often 26.9%
Always 31.6%

Table 3 - Student Survey

Question #12 - Did you receive a welcome packet? If
so, did it give instructions on material
to study for preparation?

Occasionally or 67.7%
Less
Often 10.2%

Always 22.1%
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Of the 13 surveys sent to the academies' academic
staffs, 12 were returned for an 80% return rate. The

guestions directed to the academic staff dealt with how

the instructors were managed. Question two asked, "if
instructors were pre-tested?" More than 41% responded
by answering "no" or "sometimes." Of larger

importance, is that 25% of those who responded answered
"no." The response given to question seven says that
25% of the instructors are not interviewed prior to
teaching. This statistic takes on larger meaning when
viewed in the light of the answers given to question
ten. Here, the academic staff states that only 44% of
the instructors are re-certified annually. While it
should be noted that only 73% of the respondents
answered question ten, there is still a significant non
re-certified instructor base. If those who did not
respond were added to the "always" column, 33% of the

instructors would still not be re-certified on an

annual basis (See Table 4).
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Table 4 - Academic Staff Survey

Question #3 - Are vou instructors pre-tested?
Never 25%

Sometimes 16.6%

Often 25%

Always 33.3%

Question #7 - Do you interview each instructor prior tc
their becoming part of the faculty?

Never 25%
Sometimes 0%
Often 16.6%
Always 58 .4%

Question #10 - Are instructors re-certified prior to
each training vear?

Never 0%
Sometimes 33.3%
Often 22.2%

Always 44 .5%










An even more dramatic response to the szame

guestion came from the instructors. Almost 34% did not

pad

pre-test students. Only 33.9% of the instructors

either "often" or "always" pre-test their students.

These are problematic statistics, especially in
view of the fact that many of the skills taught in these
academies are perishable. It is therefore reasonable to
cenclude that pre-testing, both instructors and
students, would reduce the high failure rate. For the
academic staff, it would give an accurate picture of the
abilities and capabilities of their instructor staff.
Further, it would allow the academy to pair
instructors, thus giving better instruction. For
instructors, it would indicate where they must place
emphasis for the students, and where only minor review
would be necessary. Students would benefit by
realizing where their strengths and weaknesses lie. It

would then be easier for the students to pace

themselves during the course.
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Pre-testing is doubly necessary, and takes on
greater importance, when a significant number of
students believe that there is not enough time for
study. The data presented here support the hypothesis
that pre-testing would reduce the failure rate.
Warshauer (1988), stated that a trainer must be
prepared, pre-testing will prepare the trainer by

knowing his or her students, and what to expect of them.

The most important of the three hypotheses was
that a procedures manual for instructors would assist
in reducing the high failure rate. Exactly 50% of those
instructors who responded said that a procedures manual
would be beneficial to them. Only 11.3% said that it
would not be beneficial. Generally speaking those in
the not sure column would be split between the yes and
no column equally. Were this done, the percentages
would be: 64.9% saying yes, and 30.6% saying no.
Without the equal splitting, the researcher can
positively state that it would be beneficial for a

procedures manual to be developed for the

noncommissioned officer academy instructors.




This conclusicn is further supported by the
following facts: (a) Pre-testing is accomplished only
sporadically at best, (k) Post-testing is not done as a
matter of courcse, (c) students do not receive advance
preparation notice, and (d) The pass rate for students
is not as high as the instructors believe. In view of

these facts, the development of a procedures manual for

instructors is a necessity.
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Recommendations

It is the opinion of the researcher that the
results of the surveys and the literature review clearly
indicate that a procedures manual is warranted. It is
also very clear, that pre-testing of students is
necessary. The researcher believes that these
interventions would produce a dramatic increase in the

student pass rate.

The need for student pre-testing has been
demonstrated from the survey results. To be effective,
the pre-testing should take place immediately after
orientation. Testing should be administered by the
staff. This will let the student view the instructor as
a counselor and help-mate from the start. However, the
test results and student interviews must be conducted
by the instructor. This accomplishes two things: (a)
It gives both student and instructor a face-to-face
meeting, during which the student's goals and cbjectives
are explored, and (b) It gives the instructor the
opportunity to inform the student where he or she must

place their emphasis toward successful completion of

the course.
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Another aspect of pre-testing lets the instructor
see a base line of experience within the class. This
will assist the instructor in developing the methods
of teaching that will best motivate the class towards

success.

Pre-testing need not be a long and laborious
exercise for students. Rather, it should focus on
areas which reguire constant repetition, and use for
the greatest measure of competency. Furthermore, the
pre-testing materials must be standardized so that

expected results can be achieved.

The development of a procedures manual for use by
instructors is warranted, as evidenced by the survey
results. A procedures manual should incorporate the

following:

1. The importance of feedback. How, when, and
wvhere to give it.

2. Facilitation - showing the hows and ways to
keep training moving and interesting.

3. Coaching - assisting the instructor in the
art of performance oriented training.

4. Closure - getting the students to understand
and use concepts.




5. Self-evaluation - showing the student how to
understand their progress from the beginning of a
task to its completion.

6. Task worksheets - allows the student to measure
their progress. It gives the instructor a tool to
use in giving feedback.

7. Goal setting - shows the instructor how to set
and achieve class goals and objectives.

8. Skills - reminds the instructor that the
characteristics of active listening, and asking

open ended questions stimulates the learning
process.

Most of the aforementioned procedures, or standards,
must seem as second nature to the professional educator.
However, the average instructor at a noncommissioned
officer academy is not a professional, and is usually
part-time. Indeed, many who are full-time have limited
classroom experience. The statistics provided by the
academies showed an 18.5% failure rate. At an
approximate cost of $1,000 per student, this represents
a loss of $247,000. A reduction in the failure rate of
10% would save approximately $113,000. Projected over a
year, nct just a snap-shot in time, the savings could be
significantly higher. This savings figure takes in only
training costs, not the costs of re-training, and not

calculating lost productive time.
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Other areas which must ke addressed and initiated,
that were not addressed by the hypotheses that are of

significance are:

1. Welcome packets - are required, in addition
they should spell out requirements and suggest
needed preparation.

2. Instructor interviews - are necessary to ensure
that academic standards are understood and are
enforced.

3. Re-certification - must ke required to assure
that academic standards are met.

4, Pre-testing for instructors - should be
accomplished as part of the re-certification
process.

Each of the foregoing must be part of a procedures
manual developed for the academic staff of the
academies. Only then will they understand the larger

importance of standardization.

Based on the literature review, results of the
surveys, and the statistical data presented, it is the
opinion of the researcher that two of the hypotheses
are correct. Specifically, pre-testing of students and
the development of a procedures manual for instructors
would reduce the high failure rate experienced at the

noncommissioned officer academies.
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Appendix A

Data Collecticon Instrument

‘ Student Survey

l
!




Student Survey

| Please circle the response which best describes your learning
[ experience.

1. Is the learning atmosphere adequate?

a. Does not apply; b. Never; c. Occasionally; 4. Often; e. Always

~a

Are the sukjects taught in the correct sequence, and for
the right amount of time?

a. Does not apply; b. Never; c. Occasiocnally; d. Never; e. Always

3. 1Is there adeguate time for study?

a. Does not apply; k. Never; c. Occasionally; d. Never; e. Always

4. Do instructors follow the curriculum in the correct manner?

a. Does not apply; b. Never; c. Occasionally; d. Often; e. Always

5. Did or have you received feedback?

I a. Does not apply; b. Never; c. Occasionally; d. Often; e. Always

6. Was the feedback you received positive?

a. Does not apply; k. Never; c. Occasionally; d. Often; e. Always
Did vou receive a pre-test on the subject material?

a. Does not apply; b. Never; c¢. Occasionally; d. Often; e. Always

8. Were you post-tested at the ccnclusion of the course?

a. Does not apply; b. Never; c. Occasionally; d. Often; e. Always

9. TrCid you, or have you received coaching to help improve your
performance?

a. Does not apply; b. Never; c. Occasionally; d. Often; e. Always

10. Were the objectives of each period of instruction clearly
stated?

a. Does not apply; b. Never; c. Occasionally; d. Often; e. Always




student Survey Cont'd

11. During orientation, were all of your guestions answ j
. 1 answered

2. Did you receive a welcome packet? 1f so, did it give
jnstructions on material to study for preparation?

Does not apply: b. Never; C. Occasionally: d. Often; e. Always

W

13. What is your sex
a. Male; b. Female

14. How long have you been in the Army

5.4 years; b. 5-8 years: c. 9-12 years; d. 13-16 years

(- L
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Instructor Survey

please circle the response which best describes your experience

[+1]

10.

11.

How many years have you pbeen in the Army?

3-6 years; Db. 7-10 years; C. 11-15 years; d. 16-20 years
What is your sex?

Male; b. Female

How long have you been an instructor?

1-4 years; b. 5-8 years; C. 9-12 years; d. 13-16 years
What instructor training have you received?

Completed MOLC; b. Completed ITC; cC. Both

When you were selected, or notified, to be an instructor
were you interviewed?

Yes; b. No

How many classes do you teach on an annual basis?
1-3; b. 4-7; c. 8-12; d. 13-17; e. 17 or more

Do you pre-test you students?

Never; b. Sometimes; c. Often; d. Always

Do you coach your students to help their performance?
Never; b. Sometimes; c. Often; d. Always

Do you provide feedback to your students on their
performance and ability?

Never; b. Sometimes; c. Often; d. Always
Are you a full-time member of the faculty?

Yes; b. No

™ 2atyf damt

Yl s a®R,




12.

13.

14.
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Instructor Survey Cont'ad

If you know, what is the average pass rate for your
classes?

85%; b. 90%; c. 95%; d. 98%

Would a procedures manual assist you in your instructor
duties?

Yes; b. No; c. Not Sure
What is you military background?
Combat Arms; b. Combat Support; c. Combat Service Support

If unsure, list your MOS

Are subjects taught in the correct sequence? Logically
arranged?

Never; b. Sometimes; c. Often; d. Always

Is the general atmosphere at the Academy conducive to
learning?

Never; b. Sometimes; c. Often; d. Always
Is there adequate time for study?
Never; b. Sometimes; c. Often; d. Always
Do you approve of the curriculum?
Yes; b. No; c. Not Sure
Do you post-test students? (Not the final examination).
Never; b. Sometimes; c. Often; d. Always

Are you re-certified prior to the start of a new training
year?

Yes; b. No; c. Not Sure; d. 1lst year as an instructor
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Appendix C

Data Collection Instrument

Academic Staff Survey
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Academic Staff Survey
Please circle the response which best suits your Academy.
1. Do you critique your instructors?
a. Never; b. Sometimes; c. Often; d. Always
2. Are you instructors pre-tested?
a. Never; b. Sometimes; c. Often; d. Always

3. Do your instructors receive feedback? From you or the
Director of Instruction?

a. Never; b. Sometimes; c. Often; d. Always

4. Do your instructors receive coaching?

a. Never; b. Sometimes; c. Often; d. Always

5. Are new instructors paired with experienced instructors?
a. Never; b. Sometimes; c. Often; d. Always

6. Have your instructors completed the Instructor Training
Course?

a. Never; b. Sometimes; c. Often; d. Always

7. Do you interview each instructor prior to their becoming
part of the faculty?

a. Never; b. Sometimes; c. Often; d. Always
8. Are your instructors evaluated at the end of each course?
a. Never; b. Sometimes; c. Often; d. Always

9. Are instructors given changes in doctrine prior to each
course?

a. Never; b. Sometimes; c. Often; d. Always
10. Are instructors re-certified prior to each training year?

a. Never; b. Sometimes; c. Often; d. Always




Academic Staff Survey Cont'd

Do instructors who have not completed the training,
certification, course have a lower pass rate?

a. Never; b. Sometimes; C. Often; d. Always

12 Do full-time instructors have a higher pass rate than
part-time instructors?

a. Never; b. Sometimes; C. Often; d. Always

13. Do Combat Arms instructors have a higher pass rate,

a

especially in 1and navigation, map reading, and
leadership, than other instructors?

. Never; b. Sometimes; c. Often; d. Always
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