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< s BonEosrR it

TITLE: Leadership and Situstional Faccors Related to AWOL
He PURPOSE: The Army AKOL Study develepad from the recogaized need ¥
oy 3 to examine the -recurving nroblen of AWOL., Tne study %
f" 4 was subivitted through OTPMA to DCSPER and subsequently _%
Y . became part of the DA Master Siudy Plan approved by tne |
gl W Study Advisory Comnittes of the Assistant Vice Chief of -
% (A Staff. 4
o ? 38 FOm ‘5
'g; g; The original study proposal, entitled "Factors Involved b
ft o in Initial AWOL and AWOL Racidivism," was 7Toilowed by a g
§4 %} thorough review of the past vesearch related to the 3
_%1 & prostem of AWOL., The revicw concluded that the nroblem Vo
ST had been studied extersiveiy and that such efforts, de- i
. signed to “screen out" the AHOL offender had failed 8
:* gé to prove satistactory o the Aviy. ! §
- 2] S b
.é} €1 Prior research emphasized the need to examine situational by
% ﬁf and Teadership factors related to AWOL. Within the .
" i Tramework of the original proposai, & ravisad Stuay co
4 B / proposal, emphasizing the need to study Teadership and b
) situatienal Tactors, was submitted and enproved. Co
[
G METHOD: The present Study involved selection ansd comzarison of P
g- units with high AWOL rates against units with Tow AWOL .o
& rates, using personal interviews, quas ticnnaires, and :
¥ snandard1rrd attitude scales. Four najor Avay instal- X
B lations which contained a sawple oV cownat, SUppo ML and Vo
g - training units were selected as representative oy o
i ctivities throughout the Army, P
2 L .
. GENERAL The findings indicate significant differences betwen :
N & FINDINGS: units with high AWOL rates when compared witn Tow AWOL- E
B % rate units. These differences can be classiTiad into e
. B . three major categories: tne individual soldier, the 3
i specific situation in wivich he functicrs, and the v
k- lezdership undar which he serves. The Study concludes :
o that ALOL is the result of the interaction of these P
' three primery factors. 7Tne findings provice a compre- ;
hensive picture of the AYOL pvoo]om aud sugyest a basis A
for the developmani of AYOL preventis proqruma. Signi- g
ficant findings have boen framsiated inio a leadevship :
manual designed for use at the unit ]eVel.
T V 1
il -
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CONCLUSICNS:

1. AWOL is a cainlex prencaena.  The inlerections
between high anc lTow AwGL units, and comdatl, susport
anc trainisg unitcs indicate thaot Teadershin, incividual
and situation factors contrisute to AWOL in aifierent
ways, oo divierent situaticns.

2. There are no simnle solutions to AWCGL. 1t can
be pravented; nowever, it will require & concerted
effort by all levels of Amay leadership.

3. A substantial body of knowledga already exists in
the Army concerning {ne prevantion of AKOL. What is

lacking, in many situations, is only the apuropriate

implementaticn of proven techniques.,

4, Active problen-solving intervention, concern Tor
the welifare of unit persennel and a just and honest
response to AWOL arc critical to successful AWOL
prevantion programs.

5. The typical AWOL offender ic & high school drop-
out with a civilian hisiory o7 arrests and convictions
bevore ne enlistad in the Arny.

6. Men in Toa AWOL rate waits feel their work 1is
interesting and fmportans, and they do it well.

7. lLeadzrs who are effective in reducing AWOL
are person-oriented, probiant-solvers,

8. Personnel turvulence end the latk of wmeaningful
WerK are ihe two wain situztional variables effecting

VI
wWulo .

9, Positive ieadership i¢ the key to low AWOL rates
in combati units.

10. pieaningful work is essantial in support units.

1. Firm discipline and &n honast interast {6 the
trainan cnaracieriza iow AWOL training units.
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Recomwend this rescarch gtuay be accepied and approved.

Reculncnu the atlached mantal on AWQL, entitied The ANOL

Solidice: A Challenge Lo ..

0icier ahran'o, based on the 7indings
of tnis study. he &0i-OVES ana punlisned for Army-wide
distribution to incliuce coupany level,

Reconend communicasion of tneseé research rlndxn"* o ati

Ariy personnel, 0 fass them better understand tne problem

of AWDL and approacies to iis pravention, Recommend the '
foliowing medis be considored:

A, Training 7ites

B, DPosters

C. CWP&UT’V

D- n-,th]O'LS .
[ Leadershjp saitinars i

Ng
Recomaend that all service schoots, NCO acadenmies, Drill
Instructor schivols, Reserve Officer Training Courses, and
Service Academies exaiwing, as appropriate, the findings of
this research for their possible use,

Pchvmond that pvonlem-,o%ving agencies (Judge Advecate
Genersl, Mentel lygieae, Porsomnal, Finance, Red Cross,
Aray (omuun1tj Seevice, Arny Umergency rReliev, Insucct01
Generadi, and Chaplain) be authorized and staf cd to provide
more comprenensive, effective, understanding and e’ficient
service to soldiers in need of assictance.

Recontiand more exiensive ond V.anfui use of probnou solving”
faciiitios for the rehabiiitation of initia: &nd repeated
AWQL offerders

RQCO!Acru support for and deveioogment of more effective
“propia ~so1v.ng" servwcas in Personnei Control Facilities
and CUnfinencn* facilitides in order to naximize their abiliuwy
to restore AGOL offenders 1o duty.

Recomimend tnat where practica? MO0S and duty assignoents be
made on the basis o7 waxirun .“cmv.oaal porential and interest
rather than on the basis of wininum qualifications.




9. Recammend that the uacertainiy and styross ascadiated with
transfer Lo naw auly sStacions LE reduced By Tproving e~

placament processing procecurss,

10, Recommend that the soidier's job setisfaction be developad
through the unit commander's emphasis on tie inportance nf
each individual's tesk Lo the total unit wission.

11, Recommend thit the Ariy adopt, as policy, & problem solving
response to AMOL as oppoused o the present punitive response.

12. Recommend that, in supodert uaits with divfuse structure
(Headquarieirs and Administration Companias), resasonsibility
for individual orobiem-soiving be assiagned to the staff
section chiafs,

13, Recomsiend that existing efforis toward increasing positive

: programs designad to control drug abuse ba encouraged as
-y having beneficial evfects on the problem of AWOL,
:f § 14, Recommand that the "roiz" of the Army ileader be vedefined
] by instruction and exzmnle to exchance the imace of the aloof -

ki ! authoritarian for that of a sensitive, aware, and effective

ﬁ' i manager,

bl %‘ﬁ
15 § 15. Recommend that the importance of communication ba reemphasized

N to Army leaders with recard to the need of their men to have a

£ clear understanding of policies, axnectations, standards and

the value of work thzy are required to do.

SR &Y

16. Recormend that consideration be given to the establisnment of
special personnet "problem-soiving” units in BCT ana AIT
organizations.
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LEADERSHIP ANDG SITUATIONAL FACTORS RELATED TO AWOL

A Xesearch Report

To understand the a40L oTTencer, the soldier who is absent from

duty witnout authorization, the fundamental questions must be examined:

Wne is the AWML offender? VWnat are the wmajor contributing Tactors to

D

? ANOL? What can be dunc te prevent ANOL? The present emphasis oa the

f AL ofienders, a philosophy of & corvective approach

s

restoration

T e s e s o

rather than a punitive one, and the Arny's zontinuing aesire to reduce
the frequency «f wilitary deviance, encourzye the examination of fac-

tors that have bearing vpon the soldier's behavior and his edjustment

in the military setting.

The impact of psycnolagy and psychiatry has led to the examination
of the personality o7 the AWOL soldier and has resulted in nuch creative
thinkirg concerning tne mechanisms soldiers employ in their efiorts to

adapt to the military way of life. In past ycars, the researcn tvrend

has placed a distinct cipesis on persaralily and background fTactors,

waich were felt to be retated to AMOL behavior. Howevew, current re-
[

searchers nave ciphasized the intersction Letween the soldier, leador-

inTluencing and

snip and the gereral military ciimate; the soldicor
Recently

. e

in turn, being influcnced by the envivonaant in which he lives.

R ]

< il
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investigations have been undertaken by military researchers probing

PO

the social and sociel psychological factors ov military daviance.

In reviewing tne rosearch and the accurulation of knowledge and

creative thought in the field of military corrections and military
deviance it has becoue increasingly apparent that one can no longer
focus only uwoon the individual solaier and his adaptation to the :
j military. Attention nwst also be devotad to tne response given the

individual by military leadersiip.

; [t is not sursrising that the majority of research programs ;
{

deaiing with AWOL offenders prefer to handle onz factor in a myriad

»

of possibilities. However, faced with the task of identifying and :

- duscribing the salient factcrs reiated to AWOL behavior, anything
short of considering the full range of sncial, individual and lead-

ership faccors would result in an incomplete picture. '

i It is the charge of pasi rescarch, the directive of the Deputy

Chief of Staff for Personnel, &nd the responsibility of The G7fice of

.‘ﬂ; The Provost Marshal General to scex soluiions to the recurving problem

of AuGL.
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. In recent years, we have witnassed a significant increase in

TR
IR

unauthorized absences in the United States Army. AWOL statistics

S

e gy

S N T ar a0 et
.

emphasize the imuensity of the nroblem. The monthly AWOL average
for the Continental Army Comiiand is an estimated 23 men per 1000,

while the rate for ail other commands is 4 men per 1000. Within '

e an

the overseas commands tne monihly rate for Hawaii is 12 per 1000

.mpared to 3 men per 1000 for all other ovarseas commands. With

H

{

)

?

f the beginning of the Vietnam build up, the AWOL/desertion rates be-

{ gan to increese in relationship Lo the hign number of accessions into

AWOLs per one thousand personnel per month during each quarter from

]
|
the Army. Recent statistics reveal a rapid increase in the number of i
i

f;
} Fiscal Year 1966 to the present. For the Continental Army Command
i

the overall trend indicates a triplinc of AWOL rates. i

A AWOL STATISTICS: COMARC ' - |

(Baszd cn COHARC Briefing & Huav 71)

Years 1966 1967 _iGo8 1969 1970 157

1 15.7 19.1 25.6
15.3 15.4 28.3

1st Guarter
2nd Quarter .
3rd Guarter 19.6 24.1
4th Qua-ter 16.7 25.3

o

oL .

% —_— — ———
By AVERAGE . . : 6.8  20.9  26.9
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AWOL represents a loss of manpower. A problem of this magnitude
is obviou§iy jmportant and requires deliberate action when viewed y
from all levels of comnand. Mot oniy do AWOL statistics reveal the
loss of men from contvinuous duty status, but the suhsequent require- .

ment placed on military police, legal operations, personnel control

facilities, stockades and the correctional training program increase

S : > : - 3 . s : =
il significantly, resuiting in a displacement of emphasis from the Arny's
primary rission. Eighty percent of all military justice actions

taken are Tor the offense of AWOL.

The Ariy has. for some tine, attempted to answer questions concern-

irg the criteria for the screening of potential AHWOL offenders from the 3

Armed Forces. Various parameters have been used to describe charace

teristics of AWOL offenders, few of which seem to touch on those é
i questions pertaining to the relationships among the individual soldier, |
1 the military setting and leadership., It is paredoxical that while
gl leaders are axpectad to maintain control over AWGL in all types of
 1§ units, and to influence the repeated AWOL offender, we, as yet, lack
? clarity regarding the salient factors contributing to AWCL and the
: Teadership technigues with which to reduce the problen. Commanders,

at all levels, indicate they desire to raduce the probloem of AWOL in |

a systematic fashion, in accord vith overall mission requirements and

establi rinciples of leadership.




4 . The ability to identify significant factors related to ANOL

behavior is extremely valusble. It has significance in the develop-

fl

B ment of AWOL prevention programs based upon a “uller understanding

of the AWOL offender, in combination with leadership factors and the

iL _ military environment. ' -
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g Review of Prior Risearch
;i ' - :
g - - C o X . . !
M Research in the area of military corrvections, thougn having 4

o
s s

g changed in emphasis several times since World War II, is on the in-

crease. It has not only lead to a better understanding of the military

deviant, but has aided in the deveiopment of individuai treatment pro-

A= T

grams. Particularly important in this respect is the individual appre-

oa "

i hended for an AWOL offense. These individuals constitute a significant
majority of military offenders, thereby representing a significant man-

power loss, particulariy in times of conflict.

e e
5

Rescarch on the military offender has occurrad in cycles, with

greatest emphasis appearing in times of major conflicts. It is cyclical ;

in that studies are often repeated, primarily due to the inability of

other researchers to familiarize themselves with past technical and

research reports published at individual installations. y

S

Research studies concerning military deviancy, particularly AWQL,

&m‘éﬁﬁ’afe,;:‘ﬂ.é-.;:uﬂ&‘.";%_::-._—l'ﬁg_iﬁ e R~ R T

[i % can be classified into two general headings.] The first area which f :

';i i generated significant vesearch interest is thav of individual factors % i

2 § : %

j’ related to AWOL., This rasearch was particularly prevalent in the 40s, j "{

Ej i and Laird's study can be considered representative.z He presents % g

1. ) details regarding an Air Force Officer whose psychiatric problens i .
P

resulted in behavior wiich was cangevous to himself and others. Back-

ground information recarcing the wen's family problems, and his personal
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life prior entering the service, were emphasized. Bromberg, Apuzzo
and Locke pointed to what they termed “"separation anxiety" and "anii-

authoritarian attitudes" as cowwon characteristics of Naval deserters,

HJ t while Davis et al., in studying hospitalized Army soldiers, found %5
i { | that adult maladjustment and domestic problems were the main complaints if
fi. of the AWOL soldier.4 Guttmacher and Stevart concluded trom their _%
;i , studies that a'high percentage of AWOL soldiers were “AWOLers," or i;
§§ E AWQL -prone, before joining the military, and therefore stressed the 55
_ég é need for a treatment based upon clinical diagnosis and judgment.5 i‘
'53 g Manson and Grayson in their study of individual AYOL soldiers' psychi- 'g
i§} é atvic interviews, state the "neuropsychiatric reasons predominated | ;%
_g E in the explanation for AYOL offenses.'® This underlying emphasis on f g
ggg ? individual factors specifically related to the AWOL, or AVCL-prone ? §
4 f individual, lead to predictive studies. Recently, however, McCubbin % g
:é g and Fox concluded that prediction studies have been, and continue ? L
5g£ § to be, relatively unfeuitful, and suggest instcad thai emphasis be

% placed on preventive icasures and techniques..

% The second area that has deen studied in more recent years is %

that o7 situational factors related to AHOL.8 Representetive of unis

research style is that of the "Wekoff Studies."g Thesce studies present

a model Tor examining small groups, reiating wilitary deviance to

D "sL’-‘f:zs‘-gﬂ&..:.-.'Aj.“_l.m.;rj\'ﬂ.'B&m:'n'p_ﬂ.I':cz P ) OU P SO
e B LR N g

personal variables, erotional variables ana particularly ditferent aspects

of the env.ronment. '
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From thisibverviav, as well as & perusal of an in-depth review
of research:on militery corrections presented by Fox et al,, it
becomes apparent that tire individual factors which were first thougnt
to be significant in attempiing ta predict those individuals who may
becone military devianis, as far back as the recruiter level, have proved
to be quite unsatisfactory.lo Later studies, which focused particuﬁariy
on the situational and sociological factors associated with the wmilitary
ceviant, also seem tc leave gaps in understanding why certain individuals
witn certain profiles use AYWOL as a solution to their problems, while
like indiviauals do not. Hollandar and Julian in reviewing leadership
processes, suggest tnat researcn on task-oriented groups must attend
more to the organizational +rameworks within which these qroups are
embedded.]] Fiedler's "contingaacy model," for example, predicts varying
Tevels of effectiveness for different comdinations of leader and situa~
tional characteristics.]z
Current researcn, then, suggests that, in the delermination of

AWOL benavior, intoractions may in fact exist nctween individual factors,
situational Tactors, and particularly leadership factors. To this
point, leadership foctors in AWOL and AUQL recidiviem have not boen
explored, nor have tiey been used in this interactional setting., This
is an area which, while being conceptuaily relevent, is particularity

in need of resesrch at the present tine,

i -
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METHODOLOGY

DESIGN:

The variable of primary interest in this Study is the rate of AWOL
for a compeny-sized unit. Since AWOL rates do vary considerably,
companies were dichotomized as either high or low AWOL rate units. |
AWOL rate was then considered as an independent variable, and it was
hypothesized that questionnaire and interview responses would differ
between high and Tow AWOL rate units. These differences could then be
used to characterize the factors reiated to AWOL.

It was hypothesized that the factors related to ANOL would differ
for different types of Aray units. Since there are so many different
types of units in terms of mission wnd function, it was decided to
classify units as Cownat, Support, and Training. This trichotony was
also consicered to bz an yndependent variable, rasulting ina 2 X 3
factovial design. 1t should be pointed out, nowever, that the factorial
design is not pure - tne possible effect of the installation is confounded
with the type of unit since it was ifwpossible to locate Corhat, Support

and Training uaits on the same post. It was also recognized that com-
panies are nighly idiosyrcratic within the three classifications. To
partly compensate for thoese two probiems, units were considered as a

third factor accounting for variance.
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The resulting Tactorial design (2 % 3 X 4) mrovides information
concernjnq tﬁé situational determinants of MICL, but it was also
desired.to uenéra]ize the AWOL nrofiie developed at the U.S. Army
Correctional Training Fac:"ah‘ty,ﬁl and to explore the reasons AWOL person-
nel give for their behavior., In order to do this, soldiers in Personnel
Control Faciiﬁties and in pre-trial confinement were also studied,

Data were odtained in the form of questionnaire and interv{ew re-
snonses.  As much as possible, parallel questions were asked of officers,

{COs, and enlisted men in owvder to obtain cross-references, The instru-

ments themselves are described below:

IHSTRUMENTATION

Four questionnaires and two interview schadules were developed for
this Study. Enlisted men comnleted a 331-item questiommaire (Annex 1)
measuring six areas of interest: personal background, perception of
unit policy, evaiuvation of facilities and services, covaluation of the
unit ard unit lzadars, social prob]emse’3 within the unit, and the
incidence of AWOL in the unit. Thirty-two scaies (Ann=x H) were devel-
oned from the 331 items,

The officer and HCO questionnaires {Annex I) contain simiiar
policv quastions and measures of leadership style. Items measuring

attitudes towerd leedershiv, AWOL, and the present unit weve aiso included.

Twenty-four scales {Annex H) were developed from the officer and [ICO
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questionnaires. Tho officer and HCO questionnairés wera jcentical
except Yor thg addition of a 20-iiem personality scale in the Officer
questionﬁai}es. The Special Personnel Facility questionnaire (Annex
I) was in & different fermat ana consisted of 166 items investigating
three maior afeas: backeround characteristics of AWOL offenders, perceived
causes of ANOL:and nerceived factors affecting the AWOL offTense Teading
to confinement. ‘ '

lnterﬁiews were conducted using a standardized interview Tormat
(Amnex 1) consistina of three parts, The first topic was an open-
endec question: "What do you think the Ariy could do to reduce the
problein of AWOL?" Then specific probe questions were askea to obtain
the subjects' evaluations of common pronosals in terms of efficacy,
practicality and desiranility. In addition, offigers were ashed to
assess the influence of higher command (Cattalion, Brigade, eic.) on
the handiing of AWOL in their units., Finally, the higher commanders
were interviewaed (Annex G) and asked open-ended quéstions regarding
the causes of AMGL and possibie solutions {o the problem.

The instruments were pre-tested at Fort Miley, Yansas, and modivi-
cations ware made to increase ihe clarity and comprehensiveness of the
instroments.,

SAMPLING:

Sample sclection was bascd on several criteria. Four major

e . —— - e AR e S A 4
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installacions ware selected on thie basis of their rogrednical diversity,

T O

because either combat Ov training units were staticndd thers, and because
the posts wore pdi under study at the tine. AL each insiallation,

univs were selecced wiicn had refatively nigh or low AWOL rates over the

. 0fficer or First'Scrgeant.
Tuenty-Tour Company-512ed units which mat these coriteria were selec-
for the study.
TABLE: SAMPLE OF UNITS

E TYPE OF UNIT NUMBER OF AVERAGE :
: INCLUDED PERSONREL, AWOL RATES* |

j
i T e |
!

> COMBAT UNITS:
2 : 2 Infantiry OFF
K] 2 Aivborn. Infaniry
2 Artiliery NCO - s
1 Cavalry & Low AWQOL Units: :
1 Engincere EM = 439 ' 10 / 1000 !
{Combat)
SUPPORT LNITS:
2 Suoply & OFF 4 High AHOL Units:
Transoort 71/ 1000

14
[$%4
O

4 High AWOL Units:
- 36/ 1000 s

i
—
_-—
@

t
Lo
<

UE : 1 Airerait P
41 Wainterance NCO = 235 PR
k| 1 Military Poiice & Low AsOL Units: L
3 1 Headguariors 11 /7 16368 o
i1 Comand Ef = 718 D
3 1 Enginzer . .-
’ (Construciion) : Py
¥ 1 Bata Processing .
i ‘ 1 Payrsonnel Sevvices : .3
i TRAINIEG UNITS: -4

- 4 BCT OFF = 19 4 riigh ALOL Units: -
i . 2 Infancry AIT 8y / 1000 4
2 Combat Support NGO = 8] |

Training 4o Loy ARl Units: T

£ =1267 27 / 000 TN

— ——— — - o ——a A

TOTAL 20 29t0

—— - . et e e w e mmien mmmn e e - ceacs am A am o s e teire e an e e e ——— e e ———— e e
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*Based va AWILs yecoraed on tha unit Fovning Foacrt for a 60 day peried.
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PROCEDURE :
The rescarch ieain cdifriscared ine giucstioanaires to the designated
units. A set of stancardized insiruccions was proviced and the research

tean answerced questions and moaitorew cesponses during administration,**

R

A sampie of men was drawn Trom tie conpany roster for the purpose

of persoral interviews. The naiure of the sanmple dopendod upon the size ;
and conposition of the unii, bul it was desioned to incluae &il officers,
& random saipie of 50% of the NC0s anc 20% o7 the eniisied personnel,
Follouwing datea collecticn, cach questionnaire and interview schedule E
wes coded by o memhor of the rvescareh ieam, and nissing or wultiple
responses were indicated Jor special computer processing, ;
Similar procecdurces were Tollowed with Lhe Special Personnei Faciiity i
questionnaires although interviews were not conducted with Special i
Personnel Faciliiy porsonnel, ;
E
*In the case of WWo suppuet Ladis, Lhe quastionanaives woere administered =

by Brigaca Officev..
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DATA ANNLYSIS

QUESTIONRAIRES

z »
.

Officer, NCO and Enlisted responses were individually analyzed,

{

: !
t : using the multivariate analysis of variance! applying a least squares : {
z _ _ ,
t

. solution {0 the existing unequal cell frequencies (Annex B).

ENLISTED DATA

e s i i+ S

Discriminating items (.05 levei) were selected for further analysis,
On this hasis, 84 items were isolated, In-nrdor to identify the
underlying dimension of the discriminating variables and to maximize

the opportunity for obtaining statistical relationship among the

R i

P

variables, they were subjected to factor analysis. The aim of factor

analysis 15 to find a set¢ of indepencznt dimensions with which ona can

XS0 47

describe, i the simplest manner possible, all possible relationships

R N

among tine important variahles,

The analysis was completed at the University of Wisconsin Computer

Center, UNIVAC 1108 System. Ten factors, dealina with response to

AWOL, were first extracted using the principal components technicue. A

e A A .

normalized Varimax procedure was used to rotate these 10 factors to simple

structure, The rotated Tactors accounted for 55.0% of the total variance

(Annex D).




TABLE: RESPONSE TO AkOL

, PERCENT OF
FACTORS VARIANCE ACCOUNTED FOR

Concern for the Individual
Limited Concern for the Inadividual
Response to Unauthorized Absence: Punishment
Probiem-Solving in Critical Situations: Grant Leave
Problem-Solving in Critical Situation:
Refer Yor Veritication
Crivical Situation (AWOL): Nonjudicial Punishment
Problem Avoidance: Through Referral
Problen Soiving: Direct Assistance
Consistent Response to AWOL: Tolerant
ALOL: Prescribed Response

. *
-0 WO

LOWO WS

wHsPOOTON OO

Discriminating "Leadership" 1tems were then included in the Factor
Analysis of the Significant Factors mentioned above. The purpose of
this analysis was to fcentify possibie relationsnip between leadership

and response to AWOL situacions., A total of 23 factors were extracted

and rotated to simple structure. The rotated factors accounted for

60.7% of the variance (Annex D).




TABLE: LEADZRSHIP AND RESPGNSES
PERCENT QF

X FACTORS R VARIANCE ACCCUNTED FOR
|: _
JE f
f@ : I. Leader-Subordinate Intarsersonal Relations .
- II.  Perceives Helptulness ¢f Prodiem-Solving Agencies .
P Il Tectful Person-Criented Leasership ,

IV,  Response to Awli: Favoritism

V.  Proiotion Policy: Bias :

VI. Response o AdOL: Concern for Individual vs.
Prescribed Response

VIII.  Problem-Sclving Leave Policy: Imnediate Granting vs.
Verification
IX. Response o Unauthorized Absence: Punishinent
X. Lezdersnip ’
XI. Job Satistaction
AT, Limited Concern for thne Individual
XIII, Disregard for Conseguences of AWOL
XIV.  Consistent Response to AMOL: Tolerance
XV.  Proolem Avoidance Thraugh Referral
XVI.  Critical Situation AWOL: Nonjudicial Punishment
XVII.  Punishment for AWCL: Bias
XVIII.  AWOL Prevention
XIX. Problem Solving: Dircct Assistance
XX.  Inconsistent AWOL Policy: Lack of interest
XXI. Racial Pronlers
XXII.  Personnel Turoulence: Nor-M0S Related Work
XXIII.  Exesnt Tros AWOL: 2ias
AXIV.  Personel cveluation: 1SG

-

e o o o o
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Due to limitations of the Factor Analysis Program, the remaining
i situational and incividual itaus were not subjected to statistical

analysis. Rather, the itens were categorized into clusters having
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face validity. The resulting 22 ciusters with titles were included

in further analyses (Aanex D).

TABLE: CLUSTERS
TITLES

I.  Contributing Faciors to AKCL
II. Indicators of AWOL-Prone Soldiers
III. Exceptions to AWOL Poiicy .
IV,  Individual AWOL and Nonjudicial Punishment
V.  AWOL Policy Communication
VI,  Attitude Vowards AMWGL
VII. Work Situation: Job Satisfaction
VIII. Physical Environnent
IX. Social Situstion
X.  Recognition/Promoiion
XI. Education
XII. Perceived Kelpiuliness of relping Agencies
XIII. Evaluation of Unit
XIV. Unit Leadership
XV, Leadership: Integrity - Credibility
XVI.  Problen Soiving: Non Invoivemeant
XVII. Commuric=tions with Leaders
XVIII.  Leadership Scale: CO
XIX. Leadarsihip:  1SQ
XX. Asocial DBenavicor: Atltenuated
XXI. Rece
XXIT. TYurbulence

NCO DATA

The significant NCO Leadership, Situationai, Individual and

“Response vo AWOL" iieirs were analyzod together using the previously
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mentioned procedures. A total of

factors were extracted, waich

accounted tor 56,07 of ihe wotal variance (Annéx D).

TABLE:

FACTORS

FACTORS RELATED 70 AL

PERCENT OF
THE TOTAL VARIANGE

. Problem-Soiving Agencies: Frequent Contacts 1
. Job Satisvaction: Coummwunications and Morale
. Rejecticn of AWOL Ovvenders: Severe Response
. Response to Critical Situation: Policy Clarification
. Reaction to ARJL Soldier: Negative Expectations
VI. Unofficial AWOL: Frequency of Contact
VIT,  Personnet Turbulence: Lenient Unit Policy
VITI. Daily Activitvies: Non-140S
IX.  AWOL Praobiem: Inefteciive Chain of Command

- e a e ®
N WW — MO0

I DGO O N

-

OFFICER DATA

of officor responses.
Individual, and "Response to AWOL" items resulted in the identification

of 9 factors which accounted for 606.8% of the total variance {(Anncx D).

The fector analyvic procecurds viore also anplied to the analysis

Anaiysis ef signivicant Leadership, Situational,

e e g o . .. 1
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TABLE: FACTORS RELATED TO AWOL

PERCENT OF

FACTORS , L TOTAL VARIANCE

I. Attitude Towards Unit: Low cvaluation 10.4

IT,  Problem Solving: Limited Concern for the Individual 8.6

III. Problen Solving: Concern for the Individual 8.2

IV.  Problem Soiving Agencies: Frequant Contacts . 6.9

V. Unofficial AWOL: Frequency of Contact 5.9

VI. Prohlem Solving Contacts: Limited Involvement 5.5
VIi. Response to AWMOL: Unofficial Punishment vs.

Training and Assianment ?.g

.

VIII.  Personnei Turbuience: Hiah
IX.  AWOL Indicator: Aggressive senhavior/
Lack of Discipiine

-~
~

INTERVIEW DAT

Responses to interview questions were analyzed using standard
descriptive stztistics in an avtempt to determine the strenatt of
recommendations to reduce AWCL. Consideralion was given io overall
recomranaations about the orosicm; recommendations unique to officers,
NCOs and enlisted personnei; recommendations unigue to tynes of units
(Combat, Sup,ort, and Training) as well as the type of recommendations
offerad by personnel in low as well as high AWOL units.

Command Interviews were given separate consideration, Responses
provided by a total of 20 battalion and 10 brigade conmanders, andg 5

Commanding Generals in the commend chain of the 24 units were examined

!
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f: : through the usc of cescriptive svatisties. Specitic evaluation was made ‘g
gi of recommandatﬁbns by all leveis of command (Battalion, Brigade, Division, §
_éf , Insta)lation, and Corps) as wel) &s the overall recorsendations by '§
;% 5 higher commanders, : ,g
}i PERSONNEL CONTROL FACILIVIES 'E
;i{ The second emphasis of the AWOL study was to examine Personné] §
“§; Control Facilities, primarily to obtain a more comprchensive and | E
A . 1
g} valid profile of the AWOL offender. A sample of 507 soldiers in PCFs § i
%? or in pre-trial confinement compietad a "Special Personnel Fucilities" i %
§; inventory. Their responses were analyzed using basic cescripiive é ?
gT statistics, Tactor analytic nrocedures were used to determine the é é
ﬁ underiying factors associated with “reasons for going AWOL." A total %

-g_ of 4 factors were identifiad, !
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TABLE: REASONS FOR GOING AWOL
FACTOR ‘

FACTOR LOADINGS

I

IT.

ITL.

IV,

Leadership

Ineffective Chain of Comnand
Lack of Experienced Leaders
Meaningless Work

Constant Rotatiion of Leaders
Reception Into Unit

Adjus tment

Can't Adjust to the Arwy
Drug Prodlen

Alcohoi

Homasickness

Problems with Parents

Married Femily Problens

Marital Problens
Financial Probiens

Job Probleis

Mo Opportunity for Promotion
Lack of Job Satisvaction

.8556
. 8400
. 7759
. 7553
.6273

L7244
.6424
5171
4813
4305

-J
WD

Basic statistics were useu to proviae both a comprehensive picture of

the AWOL oFfender and the factors associated with AWOL behavior.
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PROFILE OF AUOL OFFENDERS#

The purpose of this proviie is to present salient cnaracteristics
of the AWOL scldiec. The prafiie is not a set of characteristics
applicable to ail AWOL offenders, rather, it provides & genecralized
overview based on the statisticai average of atl ofienders., An AWNOL
of fender will not possess ali of these characteristics, wor will all
soldiers who netch thess characteristics go AWOL, “The profile repre-
sents an ovorall picture, reviectiag in goeneral the cnaracteristics

of AWOL oTfancers.
Age: Tho average age is siigntly over 21 years.
More thah two-thiprds oF the men Tail between 19 anuy 22 years
of &age.
Race: The majority of AUOL offenders are wnite (71%). Negroes account

T for sligntly over 23%, while ocher races make up tha remaining
6%.

o

Educa jor: The averafe ovfender quit school arter c01n1ct‘ng the 10th
tl ;

—a— s —

grade. One-haiv of :se MIn nave no dinloma of any «ind.
Aimost one-thira (327) nave & nigh-school @ L]ona while anciner
174 compieted thne G.c.D. Oniy 1% havn a coliege dzgree,

r o

s

Marital Stouus: The majority of these men (58%) are still singic,
Siigacly over one-thaird (364) are wmarriec, Less than 3% arc

scparated wniie anotner 5% are divorced,

ent Most ALOL offencers (55%) nave no children., Less taaa one-
Taurtn (23%) nave one chiid, 12% nave two chiidren ana another
6., nave thred or mere Znilaren,

incivicuals exprass some religices
(5223 are Protestaﬂ», 231 Cecholic, and
5 claiimono religious preference.

Religicr: The majority 7 these
prevecance,  Qdver ong-nals
1775 are Jewish, Almost 14

\-7(L

*See Annex A
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Parent's Status: Over three-7ourihs (76%) of these iea have both
parents lwv.ng. only 24 ¢7 their mothers heve died, while
17 of the FTauners are ceceased. Gnly 2% have both parenis
deceasea,

Brothers end/or Sistcres: Alnost all AWC! offenders (97%) have at
lease onc trou.br or sister. The average is four sibiings.
A totat of AGH nave froxd one to taree siblings, 36% have fronm
four wo six sitiings, &nd 21% of the 1on have seven or more
brotihers and/or sisicrs, .

Parent's Marriage: Less than haif (43%) of the parents of AWOL of-
rencers are sciil married and 1iving together. Over one-fifih

(21%) of the Tamilies have cae or both parents deceased. Over
one-third (BUM, of the narenis have eilher separated, divorced
or remarvieu.

~

st Three-fourths of the fathers (75%) are still
worh1nu Onnv 2% are on u\.1a[e

Lived ‘ith Perents iitil
did noi Tive vt oc

parents until 16 vears of age.

Method of Eatry Into Servica: Tne aajority of these incividuais (59%)
voluniceread vor tne scrvice. Loss than 37% were drafied, while

47 entered Thrdugh Various 0Uher channghs,

Reasons For Entry Iato Service: For these men who enlisted in the
service, naas

Sle-tai e (329) indiceted thoy did so in order
to "gei away Trom probicss."  Over sno-Tourth (27%) indiceled
scintocuriosity to Yseo what the Aray wes Tike," while 267
admitied the newiedce what “the drave wouid got ine" was an
importent fector. One-irehr {217) indicated ihat their dzsive
to "learn a ski 1" wes innoruvant in eacoureging thes %6 Join
the service, wnile 170 iadicnted they "had nothing else to do."
Aimost 15% of these mon indicated thay were “forced by a Judce"
to join Lho Arny, wnite another 9% agreed v1tn the statemern:

thet they "had always wantza o te a soldier,"

rity 6f AWIL ofTendors (63%) have com-
re inen one=fifth (225) have completad
1e i0L have compieted no military

Traiaing Cemnleizd:  vhe maj
picted AIT.  Siightiy
¢eniy basic training, wai
training,

~
%
iV

~3
fa)

Gr Over g third (36%) of the AWOL offenders
q
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Time iIn Serviec:: Tac averete 775 of:
in thc sorvige, The soocan £ 25

meoiths, anschar 84 nave 7-02 wonths, 24h ﬁaV“
have over 2 ycars ¢ooc ting. 18

_ Tima Remaining Tu o2 il s average, AWOL eTfenders have two
cUIl _‘/LA\.I.) ren .‘lll.lh\' oan L:ILA(’\ SQTV'iC: 00115;?.»(\;-‘1. OVCA l(.‘/) ._
neve up to & meains rosaining, 34% have from 7-12 months oo k.
serve, and 350 nust serve 4. eaditionas 1-Z yzars. Siiantly oy
cver 310 nave more tnan WO veirs reaaining, . Y

Jaa-filen of {he AHOL offende s {20%) were never o

- /ouu theorank oF -3, Vore than ne-fcurth (254 -
heid the rase 6F £«2, 183 wers promoted to £-3, anc 22% attained R
, the rank of E-4, P]Ouduld' Lo 5-5 vias mede Tor 12% of taese : 3
5t men, wiile Tess thaa 2% ettain the renr of Z<6 or above, P

Ra-enijsts

TG wajority o7 uHCSC fadividials (819) nave ﬁ
i

RN
o

O
rever teantisted in the service, 17¢ indicete they reenlisted C e
once, and over 2iL reeniisiod twice or move, .
MAS:  The mwelemity (77U o7 AL ofveadars were awarded an MOS at sowe .3
time in their tours o7 duty. Qnily 267 nnv“ no 0S5, Ly

Vorked in MOS: For those man wihc were 105-quaiified, exect
(0%) wcrc WOrRing e inci: M0S at thoiv last culy st

faotionr  For thewe von vho were MOR-gqualilicd, a
N e X W R RIS S . i el e md FEDAO
J()f‘ L_"/ ('1'3 j NG CaLla t.h\t‘\,’ SEre DT Sadlsc1ad v in

Viet Moo Sqevice: Over aoac-vouri. of wne AxUb olvenders (2U) have 3
) VA SR everie A7 agen o tneir tours wes 5
f .;aj;riuv of A0l o ience s (Gzi) “adiscatad they i i_
; < ¢ 16 civilian P9fe.  For these min, '
. LoEir record, 105 wWere arrestid tnice, :
' ang 155 indicated more then sovea i

Laavicticns 1 arcentage (43%) of AUOL offenders nave §
civiiian ccavi:tic.s o thair records, Fow th:s: nen, 3%9% have i
onZ conviciion, 277 have o, ELsuaer 277 bivwe 3-7 LOrJaLt»01>, ]

and 7% have boen convie.ed wor chan seven Linmes. y




Courts-Muriiai: The majority of the AUOL offenders (63%) have vet to
receiva a court-martial. For those men who have been convicted
by & n111cary court, 637 aave & single court-martial, 25% have
receiveua two convictions, ana 12% dndicate thrae or more convice

tions.

Articles i%: The rajority 3%) o7 AHOL persoanel have received at
Teast one Articie i5. The
about two per man.

ine averace for ail AHOL personnzl ds

Drug Use: A majority of AWOL offencers (G2%) state they either pres-
ently use or have used drugs.

2t On the averege, AuOL ,e sonrel began drug use
iG. The majority (8u> bzgan using drugs between
the ages “os 15 and 20,

of Drug Use: tost of the individuais indicating drug use had
a loag drug usce nistorv., Aitheuen all persons may not have
used druas cux1wq the entire nariod, and sone persons may have
terminated drug use, the average leagtn o7 time since initial
driug use was ovar Tour years,

Leﬁoth ot P?“L: The average duration of absence vas slightly more
TTIRan fodr months, A total of 157 were gone less than a month,
12% wiere gone 1-2 monchs, 137 were gone 2-3 months, 23% were
absent 3.6 mentis and 5% wirs AWOL frem six moniths to a year,
Almost 12% were éhseat for over a year.

__ﬁ. L Viointions Fron Diiferany fssicrannizn: Toe greatest
[EER OI 1 ':\HGUc..E, (t)():/ WEIT i av i . ﬂC") Tros
thg?' requUIEr unit, ow;v*r, a maie f o en'ﬁrs (56
went AWOL Troa . ”'r‘on 2 Conirod Fuc 1.h\ Over one-fourtn
of thcse men 251 wort ANOL froo AIT, while ”5» weat AWOL from

BCT. (Note trav many men wore AwOL from several of these,)

+L

nq fagions te AL ANOL offenders peint cut two significant

ac;ows wiich they indicate had an intluence upon their subse-
ouent militery oifense, OﬂL--IuauLF°n1D——1HC|LG s an ineffec-
tiva chain of command, lack of expers iencad leaders, and the
raczriion taey themselves raccivad in the unit,
The szcond Tactor is characteoristic nf AYMOL personnel

themsazlves. 1t incluces an in:bility to aajust to the Arny,
prodicms with drugs and alconol, husesickness, and problems
viti their parents, ‘
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Consequences of Anu- in Civilian Lite: A majority of AWOL personnel

(7JAY>SLY0nCly a.J<q~pe W he suggastion thac it would be
"hard to ez a jon a.be & court-marcial. Most of these
men also velt that & "3ed Conduct Discharge would not cause

probieis (for #e) in civiitar 1ive."

Reasons khich Discourase Oiners From Goinf A L In g va]uating

TeeSONS WhicCh might discourace Gonor men from going AWOL, the
of fender pepulevion felt tvhai only »he desire for an Honorable
Discharre rigat have sny sienificant effect. Even this factor,
however, was ggg perceived as particularly important.
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FAGT SHEET. L
f PROFILE GF AOL OFFENOERS o
2
i : Voo
| ABE . v v e e 21 YEARS (AVERAGE) 1
RACE v v v v v b CAUCAS TAN §71%g | A
NEGRO 235 .
EDUCATION « . v 4 v v v v v o+ . 10 YEARS AVE RAGE ) { R
- HIGH $ChOOL GRADUATE 32%§ b
| _ G.L.D. (17% s
ki MARITAL STATUS . . . . . .. . . SINGLE §se%g 4 ;
L. MARRIED 364 .
CRILDREN .+ v v v v v v v v v v o NOKE 5% 4
1 23% 3
2 2% 3
RELIGIOUS PREFERENCE . . . . . . PROTESTANT Esz%; ! ﬁ
| CATHOLIC 239, boh
P
PARENTS' STATUS . o + + . « . . . BOTH LIVING 76% |
FATHER DECEASED 174 \
KOTHLR DECEASED 5% |
SIBLINGS . . . . .. e 4 éAVERAGE) i
1-3 £0%)
4-6 %36%3 !
i 7 OR MORE 21y 4
. " Y . ’
4 PARENTS' MARITAL STATUS . . . . . MARRIED 43%) ;
. SEPARATED 174 !
y DIVORCED {14y |

DLATHS

FATHERS' WORX STATUS WORKING

RCMARRIED élo%i
WELFARE 3
)

LTVED WITH BOTH PARINTS UNTIL IG . . . . . .




METHOD OF ENTRY INTG SERVICE . .

REASONS FOR ENTRY INTO SERVICE

TRAINING COMPLETED . v v v v v

LY [} L N )

GOOD TIME IN 3ERVICE

TIME REMAINING
HIGHEST RANK ATTAINED . . . . . .

AWARDED MOS . . . . . . e

WORKED IN MOS (IF AWARDED) . . . .

SATISFICD WITH MOS (IF AWARDZD; .
REENLISTED IN THE SERVICE . . . .

CIVILIAN ARRESTS . « . . . . ..

CIVILIAN CONVICTION

SERVED IN VIET NAM . . . . .. ..

(O\f. OR \)f\..)

ENLISTED
DRAFTED

AVOID PROBLEMS
CURICSITY
AVOID DRAFT
LEARN SKILLS

AIT COMPLETED
BCT COMPLETED
NONE COMPLETED

20 MONTHS
0-6 MONTHS
7-12 MONTHS
1-2 YEARS
OVER 2 YEARS

2 YEARS

) OR ABOVL

CNCE
TWICE OR MORE.

0:CE
TWICE

3-7 TIMES
8 OR MORE

LI . . .

59%
37%

324
o
26
21%)
681)
22%3 .
10%

AVERAGE )
31%
18%
244,
26%

(AVERAGE )

20%
26%
18%
22%
127

o/
»

v (77%)

v (50%)
e e (47%)

E]/A
2%

26“

— -

A St et 31001 vt s e A MBI .

t —— .

R R R 3 A SR Y e g pallth g Rl e

s B e

Y SAT N

St ak a3 w4l et



COURTS-MARTIAL . . « v v ¢ v v

ARTICLES 16 . . . . . . .. Coe

USt OR HAVE USED DRUGS . . . . .
AGE BEGAN DRUG USE . . . . . ..
YEARS DURATION OF DRUG USE . .

LENGTH OF LAST AWOL . . . . . . .
AWOL FROM VARIOUS ASSIGNMENTS .

ONCE

TWICE

THREE OR MORt
THO

THREE
FOUR OR MORE

16

FOUR OR MORE
THREE
TWO

NE

& MONTHS
REGULAR UNIT
SPL (PCF)

AIT
BCT

23%

10%
4%
24%
16%

7%
16%

(62%) .
(AVERAGE)
66%

%

12%

10%
(AVERAGE)
68%;
56%
26%)
(25%)
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SITUATIONAL FACTORS RELATED TO AWOL
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SITUATIONAL FACTORS*
HELPFULNESS OF PROBLEM-SOLVING AGENCIES:

The direct assistance of proviem-solving agencies is significant
in units with minimal AWOL probiems. Men in Tow AMOL units perceive
the Juage Advocate General, Mercal Hygiene Consuitation Service,
Personnel, and the Inspactor General as being more helpful than men

in high AWOL units.

OPPORTURITY FOR PROMOTION:

Clearly defined, fair premotion policies are related to low AWOL.
Promotion policies wnicn are well understood, unbiassed, and which make
promotions realisticaily attainaole are effective. Promotion policy
shoulc be ciosely related to individual performance and fully under-

stood by the soldier.

UNIT MIRALE:

Low AWOL rate unit personnel state there is higher morale. Of-
ficers in tnese units have a betier overall dmpression of thoir unit,
These units are characterized as having better communicacion with
leeders, bath in regard to job information and personal problems. The
of ficers have 2 higher opinion of the soldiers; they feel the enlisted
men perfors at a higner level when compared.to perception of enlisted

personnel by officers in hi¢gh AWOL race units,

——— e R T L O O

*See Annexes D and &
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PERSONNEL TURSULLNLL:
Stab?]ﬁty of personnel, whether leaders or eniistec men, is a factor

related to cecreased AWOL. Stability reduces the changes to which the

soldier must adapt, maximizes the possibility of leader-men communication,

unit development, ana the potential of unit cohesiveness.

SOCIAL SITUATION:
Units with minimal AWOL problems are characterized by less conflict
between races., These units alsc experience less drug use, especially of

oplates and bdarbiturates.

WORK SITUATION:

Adequate staffing to perform @ mission, and access to necessary
equipment characterize itw AWOL vite units., Also significant are the'
presence of men who are setisiied with their jobs, who perform their
jobs better, and wnc are nou racuired te participate in iseaningless
work cetaiis. They feel their jobs are important to the unit mission

and to*the Arny.

RECREATIONAL SITUATION:

Units with low AWOL rates are characterized by greater availability

of sports facilities ana a greater opportunity for peace and quiet.
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PEER INFLUERCE:

Men in units without serious AWOL problems receive less encourage-

N T g Tt e T A P

ment to go AWOL from others witnin their unit.
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LEADERSKIP FACTGRS RELATED TO AWOL*

COMMUKICAfICN:

Partinent to reducing AWOL is effective communicatlior of officers,
NCOs arc enlisted persenncl. EYfcctive units have onen door policies,
with leaders who listen to what their men have to say, and are tactful,
clear and fair in stating their own position. They assure that the
chain o7 cowmend romains open, making NOCs, and particularly officers,
readily accessible to enlistea personnei. This is particuiarly relevant

in such &reas ¢s Tanily and persoral problems, and job satisfaction.

LEADER / SUZORDINATYE RELATIONSHIP:

Effective leacders denonstrete & basic respect for the dignity and
sglf-esteos of his subcrdinaves, &aiways treatirg them "as a man." His
relationshkips are just, but fair, witn the ever prescni awareness of

the diynily of the indivicuei with wihon he is interacting.

AWARENESS:

Effective leaders demonstrite concern for problems experiznced by
the men ir their coumana, &6 well as those probiems facing tng uniti,
He is, therefore, not orily interested in the individual, but in the co-
hesivences of his unit. re is also ¢o cerncd with the military mission

of his perticular unit.

*See Annexes D and £
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CeDIBILITY:
Leaders that are efiective in reducing AWOL are characterized as

trustworthy, reiiabic and consistent in their ceaiings with subordinates.

ATTITUDE:

A leader's attitude is very important. He believes he can influence

the potential AWQL soldier. His attitude must reflect his respect for
the indjvicual, even though he has a problem and may need help. A posi-
tive attituda becomas particuiariv relevani at this time in that the
subordinate iwust not Tecl the Teader is Tooking down at him, or loce

respect for ninself because he is experiencing some problem.

EXPERIENCED LEADERS:

Experience is a key factor possesscd by leaders who are able to
deal effectively with AWOL. These leaders, through maturity and sersi-
tivity, have learned to adwinisier redards evfectively and to structure

situational Tactors so thati aicernatives to AWOL arc &iways present.

DEMONSTRATED CONCLARN:
Leaders seer as siowing concern for their subordinates are charac-

terized as Just, good, decisive ana enthusiastic, and are responsive

ta suggesticns made by theie men. In particuisr, tne wnit CO and 15G
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are seen as the wost effective proolenm seivers in the unit. Their
concer. iy reflectes in vheir parception o7 the individual's own self-
worth, dienity and integrity. Thne sudcrdinate is indeed treated like

a man."

ACTIVE THVOLVEMERT I PROSBLEM SCLVING PRrOCESSES:

Reterrals o7 soidiers with personal problews to problem solving
agencies is nost effective whon the leacer takes an active part in the
referral process. The leacer is responsive to the problems faced by his
subordinate, ond is wiliing vo bicene actively involved by dealing with
the problems hirself, cr personally making contact with an appropriate

.

N '
icader

nelping agency. Tho eaphestis nore is oa the s awareness that
a prohlem exists in the eyes of the subordinate, and a wiliingness to

becona actively involved in ectesiing a soiution.

UNIT LEASZRSHIP:

rne overall eadersiip @ifienes oF @ ounit efiective in roducing ANGL
are cheracterized s just, $ood ana decisive., These chairacteristics @
most often attridbuted to tne CO anid 5SG o7 these units., While these two
indiviauais are seen as ficely respossicie Tor tne predblen solvine espects

of the unit, the abilidy of ail manbers o function as a united tedn is

very imporiant,




e st A—— g ————

HOL

D TOA

A
[ AN

FACTORS R:

INOTVIDUAL




oz iy e pve e TR RRAT S~ (LT EDA Nt v .

INDIVIDUAL FACTORS RELATED 7O AWOL*

JOB SATISFACTION:
- Higner job satisfaction wes characteristic of individuals who are

L working in their MOS, interestec in their work, and who perceive them-

seives &s fulfilling an importent Tunciion within the unit. Thesé

individuals are less 1ikely to ge AWOL. Individuals not working in

their MCS, or who Tind thciseives pilaced on meaningless details, are

dissatisfied and wnre Tikely to vesort to AWOL behavior., Indivicual |

Job satisfaction is a significant characteristic of units with minimal

AWOL probleins.  SaetistTaction 1s derived by individuals working in

their M0S, tintercsted in their work, anu wno perceive thoamselves as

o oA e e o #m e 4wt =

serving an important Tunction in their unit.

MISSIUN GRIENTATION.
The jwportence ¢f the unit wission is a Taclor selidom debateu by

commansers, however, tne perceived iwportence of the unit mission, and

how it releted to that of the totel Army aission take on special

signivicance when related to AWOL. In Tow AWOL situations men perceive

their unit mission as beind very important,

. ATTITUDE TOWARD CONSEQUENCLS NF AWGL: 3
' Many individuals go AWOL bccause o7 an inaccurate view of conse-
quences. They belicve that & bac cenduct discrarge will not cause ‘

“See Anrexes O and €
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them any problems in civilian live, that those who go ALOL usually
dqn't get'caught. and that having been court-martialed does not hinder

their chances of getting a good job.

EXPERIENCE WITH PUNISHMENT:
Units experiencing AKOL probiems are further characterized by
personnel who have received a greater number of courts-martial and

Articles 15 cince entering the Arny.

RECOGNITION:

Recognition through promotion has &n important influence on norale
and performance, and is significant in reducing AWOL. The importance
of recognition is even more significant for personnel with greater time

in grade, Promotion policies should emphasize equality and fairness.

INDIVIDUML PROELEMS:
Indiviaual pertormance, whitch includes AWOL, is influenced by both
alcohol and drugs., Wnile the exient of drug abuse and alcohol use

cannot be fully determined they are significantly related to AWOL.
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RESPONSES TO AWCL*

ORIENTATION _
COMMU: TCATI ON:
In preventing AWOL, an effective chein of commiand is important.

Withoutl this line of comaunication the EM feels his problems are all

T T T g P N S e

his own, that he must solve ‘ther in his own way rather than reque$t i

assistance.

B T T

CONSIDERATION FOR THE INDIVIDUAL:
Effective leaders in low AWOL situations are concerned with the
men in their unit and with their problems. Their concern encompasses

not only the AWOL rates but, more important, the individuals who make

up those statistics.

BIAS REGARDING AWOL: ;

Individuals in selected categorices, to include rank and position, [
can be absent for short perioas of time without being declared AWOL. |
This presents a significant morale problem for othef men in the unit, i f

and may encourage others to go AWOL.
REPLY

DISCRIMINATION AGAINST AWOL OFFENDERS:

Tnere is a greater tencence for leaders to punish men for AWOL

*Sea Annexes D and &



who are suspectad of committing nther offenses even though their in-

volvement in these situations way remain questionable.

S N

- ~ AWOL POLICY:
AWOL policies vary between uniis, some beirg extremely lenient,

others providing rather harsh punishment. Instead, a well understood

e e —— ;.

AWOL policy, fairly administered, and responsive to existing situations,

} is essential to AWOL reduction.
PUNTSHMENT :
;ff Punishient is not seen as a significant deterrant to AWOL. Instead, n;
rﬂr a prevention-directed progran, characterized by concern for the ingi-
.‘,'T
§ vidual, is seen as an effeciive approach.,
PROBLEM-SOLVING P

FLUCTUATION OF APPROACHES:

BN, TR bk, v

Numerous approaches have and are being attempted to solve the pro-

.,

blem of AWOL. These vary from not reporting an absentece soldier to a
court-miartial for the apprehended offender. The most signiTicant
variable, however, is the ieaxder's willingness to become personally

involved in the case, and nis attempt tc treat each case in light of

all possible extenuating factors.




ACTIVE PROBLEM-SOLVING:
The p6s1t1ve aspects of AWOL prevention are problem-solving and

pe}sona1 involvement. The important distinction is the leader's

willingness to actively work with the individual who is experiencing

the probler, and the fact that he demonstrates & willingness to help,

|
i
i
L
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(JP OF TYPE OF UNIT

(COMBAT, SUPPORT, TRAINING)

RELATIONS



IR S A e = g i, - T

e et

INTERACTION ANALYSTS
FINDINGS*

The significant interactions in the office:, NCO, and enlisted
data indicate the foilowing recaliionships exist between different
types of units.

Compat Units. Low ANOL rate combat units in comparison to sup-
port are more concerned about AWOL and have more problem-solving,
flexible policies concerning leaves and AlOLs. Leaders make more
frequent referrals to various assistance agencies, are more concerned
about their men and more often try to help them solve their problems.
The unit mission is more often made meaningful by command emphasis on
its importance.

Support Units. Young, well educated leaders and men who are
relatively new to the service and doing inherently meaningful work
are found in low AWO. support units.

Training Units. Low AWCL training units are concerned about AWOL

and have very strict policies about AWOL and the granting of leaves.,
Experienced career NCOs and person-oriented leadership are found in

Tow AWOL training units.

*See Annex -
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INTERACTION ANALYSIS
FINDINGS

TABLE: RELATIONSHIP OF AWOL FACTORS TO TYPE OF UNITS

[MPORTANT AND  IMPORTANT BUT  IMPORTANT BUT
RELATED T0 NOT RELATED TO INVERSELY RELATED
FACTORS RELATZD 70 AWOL WOL REDUCTION AWOL REDUCTION _TC AWOL REDUCTION

e e
5 .
o

LEADERSHIP
Referrals to Helping Agencies Combat Training Support
Problem-Sclving Leave Policy Combat Support Training
Problem-Solving AWOL Policy Combat Support Training
Concern About AWOL Combat Support
Training !
Problem=-Solving Combat Training Support
Persan-Qriented lLeadersnip Training Counbat
Support
SITUATION
Unit Problems Training Combat i
Support ;
Command £mphasis on Importance 5
of Mission Combat Training Support :
Meaningful Work Support Combat
Training
PERSONNEL :
Young, Well-Educated Officers Support fraining Combat f
i
Career NCU Training Combat :
Support
Well-Educated Enifsted Men,
Suppert Training Combat

New to the Service
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INTERVIZW SCHEDULES™

GENERAL :
Recormendations for reducing AWOL tentered around treatwent of

the soldier as an individual., Personal atiention was ¢ited most fre-

quently as a metlnod of reducing AWOL. Other populer recowmendations

were: reduction of harassment, more lenient leave and pass policy,

providing morc meaningful work, and impvoved leadership,

Evaluations of vecommendations 1o reduce AWOL, irvespective of

the nature of unit or individual waking the recommendation, were:

"special rehbilitation programs for those who need it would reduce .

"inproving the cuality of unit leadership weuid

. an ¥ e —— e n

repaated AWGL," and
reduce A:0L0" These recomncndelinns were also seen as being good

ideas and as praccical.

unteer Aviy woula reduce AROL" and "hichor pay would roduce AWQL®
S G ¥

i}

Jd

Likewisz, the rccomnendavions "en all-Voi- ' i
o)

.

i

!

!

vere raspeaced fo freguontly, were secn as practical, anu thougnt

to be good ideas.

dnite e vecommendations "giving a less than hororvable discharge

t0 anyont wino wants one wouid recuce AWOL" and "more severe punishment

wouid reducc AROL" were cited as important in reducing AWOL, respondents

were they seen as being practical.

¥See Annex F
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HIGH VS LOY AWOL UNITS :
The most frequentily ¢ited recommencation by both high and low

ANOL &ﬁits for reducing AWOL was an emphasis upon the individual, his

orobiens, and their soiuiions, High AWOL rate units rzconmended more

» -

savere punishment as a maethod o7 reducing AWOL, whereas low AWOL rate

units <ndicated that more severe punishment was not a good idea and

-9 .
e, et et ]

would not reduce AMOL.

Na
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COMBAT VS SUPPORT VS TRAINING UNITS

The most frecuently cited recommendation by these units was,

again, the placing of emphasis con tne 9ndividual., Combat units stated

that stoppine the war would not reduce AWOL, whereas Training units

indicated that stopping the war would reduce AWOL. Significanl rec-
omwmendeacions made by Combal units Yor reducing AMIL included a reduc-
tior of harassaent and mova meaninaful vork essigmezncs.  The most

sianivicant Supnort unit recomencation was that more sevare punishment

9
F
K.
4
Y .
B

woula vreduce AMOL,

0FFICER VS NCD Vs &

The most frequently cited recomiienation hy ail aroups was again

-

the placine of emnhasis on the individual. NCOs stated that punish-

.
L e T

ment would reduce AUOL, whoreas UM indicaved that more severe punisi- B

ment would not reduce WAL, L0 also indicatad that cuding the dravt

s
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Was @ Q00G idea, praCiical, aad wouid vewice ANCL, Dfficer vecommenda-
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tions Yocusad on personal atintion o he incividue iy wCls on rore

3T

severe nunishment as a method oF AWOL recuction; and EM on the reduc-

tion 0f harassment.
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INTIRYTE S SCArouLES
GENERAL KECOMMENSATIONS TER O RCSUDTNG Al
RECOMMERDATIONS v v PERCENT
Fersonal Attention 43.8
Lenient Pass and Leave Poliicy 30.86 :
Reduce arassaent 28.5 '
Ix: improve Leadersnin 25.4
3!
_ ‘ﬁi Meaningul Mork 18.5
Ny . ,
il Discharge/Screening 14.7
At
T s g
RE Improave fFacitities 12.8
8 |
3 More Scvere Punisnment 1n.7 '
] Recuce Personnet Turbuicnce 10.3 ;
. x: .
e Incresse Pay 9.5 }
3 Lenient AUOL Poiicy 1.4 :
o !
) VOLAR 7.1 :
]

Recocaition 6.7 : ;

'i. Hothing 5.9 :?
j%! Don't Anuw 5.2
Ajf Reduce Racisi 4.8
x Reduce Sacial Prolens 2.7
Special Rechabilitation Pregvans 2.2
AGCL o Crice (Avsenteaish) 1.5 ]

End iina.t 1.3 4

Stop War ' 0.9
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HIGH[R COMMANDY LNTLRVicWS *

Hiaher commanders were asked to respond to the following question:

y: "Sir, based on your totai experiencc at all levels of command, what
k
_F - would you say -are the major causes or contributing factors to AWOL?"

CalUSuy DR AWCL:  FINDINGE

The higher commanders Tisted individual factors most freguently

as a cause of AWOL. Poor unit leadershin, excessive rotaticn of

nersonnel and ieaders, poor reiations between leaders and their

!
¥
A
:ﬁ
ANy
B

enlisted men, and lack of recognition were frequontly listed as

|
causes of NMWOL. ' ;

I e L T e

The foliowing table 1ists the Higher Command responses comprising

3
the rast freguently mentiored causes of AKOL, i
oy
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HIGHER COMMAND INTERVIEWS

TABLE: COMPOSITION OF MOST FREGUENTLY MENTIONED CAUSES OF AWOL

| -
| CATEGORY _ COMPOSITION } ;

Rl Individuai Causes Poor Attitude X
X Inappronricte Values ‘
! Immaturi ty I
K Go AWCL to Get Out of Amy i
ol G0 AWCL to Get Transfer
<R ' Personal Problems
_‘3 Backoround Factors :
A Faulty Problein Solving P
i
'8 Unit Leadership Inapprepriate Standards
v lLack of Discipline .
8 Other Leadership Problems

PBor Quality Leadership
Leadership Style

Lack of Consistency

Lack of Responsibiity
management/Organizaton Probliems
Poor Leader Motivavion

General Comments

i.

o O .
Sac bk y e
e ettt e e s

e B i

Rotation of lLeaders &nd

gk Personnzl Turbulence Turbulence
k. Transfers, atc. i
G Personnel Shortages i
i1 | f
' Leader/Subordinate Relationsnips  Limited Access to Leaders !
-4 Poor Reception by lLeadars ;
N Lack of Demonstrated Concern s
B . Lack of Effective Help :
f ; Recognition Lack o7 Recognition and Promotion :
: . lLack ol Incentives :
ff f. ' ' E
- 9 ]
a
Al
¥
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; WHAT HIGHER COMMANDERS CAN DO TC REDUCE AWOL:
Lo Higher commanders were asked to respond to the following question:
: "What can Brigade and Higher Commanders co to reduce AKOL?"
f WHADT HISHER COMMARD CAN DO: FIROINGS
.J The most frequent suggestions of things higher commanders could do
4 to reduce ARWGL were to improve unit leadership, increase camunication,
. _;, and improve AWOL policies.
’;E; The following table 1ists the individual responses comprising the
ﬂ; most frequently mentioned recommandations,
7&
£l
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HIGHER COMMAND INTERVIEWS
TABLE: WHAT HIGHER COMMANDERS CAN 00 TO REDUCE AWOL

CATEGORY COMPOSITION

Unit Leadership Inprove:
Appropriateress of Standards

Discipline

Other Leadership Problens
Aceeptance of Change
Quality of lLeadership
Leadership Style
Consistency

Responsiblity
enagement/Organization
Leader Motivation

General Commants

Cownunicatcion Communication vith Men

wOoL Policy Policy Consistency

el i e e
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FACTORS TO REDUCE AWOL AT THT UMNIT LEVEL:
Higher commanders were asked to respond to the following question:

i :
o "Sir, based on your total experience, what can Batialion and Lower

'|'
:ﬁ : Corinanders do to reduce AWOL in their units?"

!
: WHAT UNTL COMRANDERS AN L0y  FINDINGS

vk ieg

rns

L1

o
3 g

N
' Most higher commanders feit that improved leader-subordinate

relations would reduce AWOL. Thoy alse felt that AWOL could be re-

duced by unit leaders improving their problem-solving approach tc AWOL,

and desonstrating thefr awareness and concern.

1l .
In general, higher comsanders felt thah both personal and leader-
|

They emphasized improved leader-

ship factors weve related to AWOL.

LW D at ‘.Z~‘;i=&12‘§:’;}lz':§lﬁ'-lig (R

ship policias to reduce AWOL.

.

The following table Tists the individual responses comprising the

most frequently mentiones recommendation.
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HIGHER COMMAND INTERVIEWS

<t rom

TABLE: FACTORS TG REDUCE AWOL AT UNIT LEVEL

it CATESORY CONPOSIT 108

l} : Leader/Subordinate Relationship Improve:

. Access to Leaders

; Reception and Listen to Problens
Demonsirated Concern

: Effective Help
Y
1 Problem-Solving Apnroach to AWOL  Demonstrated Concern
B Efvective ticip
: Enmphasize Prevention

Knowledge of Men

Awareness
Recognition of Probicms

SHEAL 1y

Demonstrated Concern Deiionstrated Concern
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[ CONC= USIONS
i% ? " The re:ults of this study corfira the basic assumptions upon

ni 5P ) which it was based: AwC. behavior can better be understood in terms
jf of the interaction of individual, situational and leadership variables
N than in terss of any of these veriatles .aken wlione. .

E: while these variabies do, in fact, interact in both the causation
i ana preve.zion of AwuL, sigrnificant avar-all conclusions wmay also be
;. arewri. One of the most interestiry results of tiris ttudy is that tne

o

Army alraady knows a great deal about the prevantion of AWOL. What is
lasing 14 many problem situations tz enly the appropriate implementation.

Tre resuits of tae study vitidetn the profile of the AWOL offender

developed at the Correciionai iraining Facility in all major respects.

Plecs o LT T S—

Sciie characteristics of the AWOL offerder have been found so consistently

f
ff in this and prior rescarch that faey may be considered rfacts.
gﬁ Tre wypical AROL offencars ©s a high school drop out and has a
‘ﬁ: ﬁistory of civilian a“rests and cenvictions anc who entisted in the
; Ariy, usuaily to avoiu pgrobiems,
—j The untoriurate vact rem:inc, however, that thesc variables are
é; . not stroag enough to permiit evricient sredicticns of ANOL. EZach man's
::, ' experierces in the mi'itary ¢.n dractically affect th prohability of :

. AOL, coth wositively and negazive' [




Individuals in low AWOL rate units have had considerably more

positive experiences in the Ammy. They are most often working in
their MCS and interested in their work. Their work is importent to

their unit end to the Aray, and the quality of their work has been

recognized and rewarded with prowotions. They have had fewey problems

in the Arny and have had less experience with punishment in the form

of courts-martial or Articies 15,

Leaders who are effective in reducing AMOL are not the stereotyped,

rigid authoritarian. Rather, effcctive Teaders are aware of and

concerned about their mens' problems. These Teaders are well liked by

their men and go out of their way to foster informal conmunication,
Effective leaders are not content with making referrals to assistance
agencies or with giving advice to the trounled soldier; they take an

active, cooperative part in the problem-solving process.

to AKOL is to intervene BEFORE the viclation occurs and to tieat those

AWOLs which do ocecur with justice temaered with understending.
Two situational variabies stond out in the understsnding of AUOL.

Persornnal turbulence, the constant rotuiion of leadars and men, can

oiforts at AWO. prevention. It takes time for a leader

to lead or nalp his maen, and it takes time for a man to develop trust

obviate &l

and confidence in his leaaers.

Their response

Too ovten, that tine is not available.
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The second major situatioral variabie is meaningful work. Meaning-

ful work is interesting, chellenging and rewarding. Most soldiers want

to do their job, but wnen there is no work to do or when their time is

filled with secmingly meaningless deteilis. disillusion sets in and the

unit is headed for trouble,

Even in thase respects, howevey, AWOL s a complex phenomena. The

interactions between high and low AYWOL units, and combat, support and
raining units indicate tnat Teadership, individual and situational
factors contribute to AWOL in different ways in different situations.
In combat units, the Arsy standard of good leadersnip applies.
Good cownmunication between the leaders and the man, concern about AWOL
and about the men's probiems, anc a devotea effort to help the men
with tneir probloms are the keys to jow AMOL combet units.
In suwport units, however, good ieadership is not cnough. Support

units are often very good units waere AWOL is not even a problem and
g

leaders concentrate on ine uaitv mission, but other sunport units have

severe probiems, wany of which ave beyond the leaders' control. Multiple

missions anc aiffuse soructure craracterize many support uniis. The

key te Tow AWCL in support units s meaningful work that the man are
traince for and intevested in. ia the absence of meaningiul work,
leave palicy, open dodr poiicics, referrais to $0CiG) service agencies

and the Tike are only peitiative seasures and noo vary effective at that.
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In training units, AOL shews yet anotner aspect. Training is at

time of transistion and siress. firm aiscipline ang strict policies

are appropriate there. Many of itne Tactors that invluence AWOL are

relatively uiimportant in training units because of the constraints
and structure inhercnt in a training situation, but experienced
leadershin, especially among the career NCOs, and an honest interest
in the individual Trainee sre essential here. The image of the "01d
Arny" sergeant with the "heart of ¢oid" is 7ar from inappropriate in

a training unit,
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