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The purpose of VUTP is to teach counseling and discussion skills to
company leaders in an atmosphere which maximizes the possibility that these
8kills will be used and thus incresse unit cohesion. The purpose of the
Pilot evaluatjon described here was to test the feasibility of conducting
such traiving in line units before subjecting the program to a tull scale
field evaluation. Eighty-one company leaders from four line units were
trained for three hours in small groups, starting with the company commanders
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squad/team leader level. The firset session was led by an ARI tratiner;
subaequent sessions were led by the coupany leaders themselves.

The lack of prior traipning snd the behavior of the parricipants suggest
that ‘this tvpe of training is needed, particularly for leaders in platoon
sergeant positious aud dbelow. The majority of participants felt the training
was appropriate for all company leaders and all Army units. Most participants
enjoyed and felt they benefited from the experiance, and that their units
would elso benefit (e.g., have better working relations, function more

smosthly, and be more cohesive)., Several suggestions for improving VUTP will
be incorporated into future versions of the program.
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BUILDING UNIT COMESION VIA VIDEODISC INTERPERSONAL SKILLS TRAIRING
AAD ASSESSHENT (VISTA)} UNIT TRAINING PKOGRAM (VUTP)

PoCEY

+

Requirament:

To build and teast a pilot program for enhancing unit oohesion in Army
units, particularly newly formed Mew Manning Sysiem (NMS) unices.

Procedures:

VISTA was developed to tsach newly ocommissiconed second lieutenants in the
Infantry Officer Basic Course (10BC) at Ft, Benning how to handle commonly
occurring/isportant interpersonal problems in infantry units. VUTP combines
the VISTA technology (i.e., interactive computer controlled wvideodisc
scenarios) with group dimcussion/problem solving techniques to create a
unit-based program designed to tsach VISTA skills and to increase unit
cohesion.

Bight one company leaders were tiainzd in mmali gqruups of from 2 to 16
individuals, starting with the company commander and first sargeant and
proceeding systematically down the chain of command to the squad/teanm leader
level. The first session was led by the ARI trainer. BSubsequent sessions
were conducted by the company leaders themselveés. The leaders came from four
combat units at Pt, Lewis WA: an attack helicopter cospany, a conventional
rifle coppany, and two NMS rifle companies (one newly formed and one in
sxistence for 15 months).

Input for the pilot evaluation came froa participant comments.
quescicnnasiveas. and observations by the ARI trainer. The central questicns to
be addressed were the feasibility of oonducring thiz tyre of training in a
variety of units and suggestions for how it should be improved before wide:
use.

Pindings:

0 Company level leaders need additional training in counseling skills. More
than half the platoon leaders and below have had no prior training in
counseling. Their responses during YUTP training indicated they did not have
8 good grasp of oounseling akills needed to hLandle the commonly
occurring/important ocounseling and situations VISTA and VUTP portray.

111




B]

. e s

© VUTP participants like the experience and feel that it is & good
investment of their time. They say that the elewents of VUIP (e.g., the
training media and the discussions) contribute to its training effectiveness

and that discussion was conducted in a helpful faeshion.

© The majority of participants say that they personally benefitted frow VUIP
and that their units will aleo benefit (i.e., working relations will improve,
the unit will function better, and be more cohesive). A majority of VUTP
participants also say that all Army units would benefit from VUTP (i.e., work

better as groups and be more cohesive).

0 The strong rel&ationa between the clements of VUTP and feelings about
benefits suggest that one wauy to isprove VUTP is to improve the content and
presentation of the three scenarios, T.us most frequent suggestion for
isproving VUTP was to retain the presence of a skilled/experienced group
trainer. Other suggestions included reducing the redundancy in the scenarios
by more training for group discussion leaders, and inclusion of additional

sconarios.

The API trainer aleo made suggestions for change: (1) more group leader
training, (2) use of specific discussion techniques to reduce group member
resistance to the content of the lessons, and (3) additional editing of VUTP

scenarios to make them run aore smoothly.

Udilization of Findings:
Irnitial ataffing of this document indicates that the findings will be

used by Soldier Support Center (5SC) in the development of leader training for

nevly formed MMS units. The Leader Policy Branch of DCSPER, DA has alsc
indicated that they will use these findings to help develop training for the
7th Infantry Division. ARI-P{. Benning also fszls that the content of this

report will be helpful to instructors in the counseling laboratory of the IOBC

at Ft. Benning.
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INTRODUCTION

The highly lethal and distributed nature of the modern battle fielad
ttqpi?cl cohesiveness, trust, and interdependence among unit membsrs and their
leaders if units are to be effective in s “cose-as-you-zre-war.® In response
to this need, the Army has initiated two related sfforts tc address the
“cohesion® problem: Project COMORT {Cohesion, Oporational Readiness, and
Training) and the New Manning System (NMS). A number of Army agencies have
participated in the field evaluation of the MNS., Both Waltar Reead Aramy
Institute for Resesarch (WRAIR) and ARI have found that mesbers of NMS units
perceive that their units cre more effective/combat ready (U.5. Arwy Research
Ingtitute, 1982: Tremble, Kerner-Hoeg, and Bell, 1983; Treable, Yoest, and
Pell, 1984; and WRAIR, 1983). However, the findings from these two etforts do
not agree about the developsent and maintanance of unit cohesion, ARI
(Tremble et al., 1984) finds that peer bonding is initially higher in NMS
units but is not sustained beynnd the first four months. WRAIR (1983) found
it to be uniformly higher in the six units *“hey intarviewed in USAREUR. ARI
found the same pattern for bonding across lavels of the company (i.e., senior
leaders, junior leaders, and enlisxted psrsonnel). WRAIR (1983) found that
bonding across levels of the unit was higher than conventional units in sopme
MMS companiss but not in others, The reasons for ths differences in findings
are not totally clear. However, it must be smrhasized that hoth reports
involve relatively small numbers of units at different times in their life
cycles, Once the evaluativii iz =ore "mature” thess differences in what is
being found may well disappear. The important thing ia Ust these reports
have sparked the Arsy's interest in providing msore training to NMS umii leaders
on how to build and maintain unit oohesion.

In Februvary, 1983, the Army's Deputy Chief of Staff for Personnel
(LDCSPER, DA) requested that ARI help develop leadership training programs to
be uvsed in newly forming NMS units to build cohesion. This request was
rapeated by the NHMS Commandera at the BMS Cocmmanders'’ Confarence held in
Rogsslyn, VA in September, 1983. 1m Movember the DCSPER wag shown an ARI
leacdership treining program known as VISTA (videodisc Interpersonal Skills
Training and Aszesswent). Re requested that ARI prepare & program to be tried
in the 9th Infantry Division at Pt. lewis, WA. Tue 2¢h ID command group was
briefed on the project in December, 1983, and arrangesents were made to
condu~t a pilot effort in Pebruary, This report presents the findings from
the pilot effort.

The remainder of the introductory section covers six topics: (1) what is
VISTA? (2) How does it work? (3) How was it devaloped? (4) How was VISTA
originally evaluated? {(5) What is the VISTA Unit Training Program (VUTP)?
and (6) How was the pilot field evaluztion (described in this report)
designed?

What is VISTA?

VISTA is an interactive videodisc/compuici-LaceAd system designed to teach
leadership/counseling skills to newly commissioned second lieutenants in
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Infantry Officer Basic Course (IOBC) at Pt. Banning. It was developed by the
ARI Field Unit at Ft, Benaing and the Mellonics Systems Dsvelopsant Division
of Litton Systems, Inc (Litton~Mellonics) in oconjunction with a number of Army
agencies mnd ocontractors: Training Developments Institute (TDI) of the US
Arsy ‘Training and Doctiine Command (TRADOC), Ft. Monroe, VA; Army
Communicative Technology Office (ACTO), Ft., Bustis, VA; the US Army Infantry
School, Ft. Benning, GA; and DiscoVision Associates (nosr Pioneer Video), Costa
Meaa, CA., Details on the system and its development can be seen in Schroeder,
Pysr, Czarny, Gillotti, and Youngling (1982),

VISTA was designed to Le either salf-contained/self-paced and used by
individuals to learn counseling skills or group-paced in a classroom setting
with an instructor to operate the equipment and guide the discussion.

The system consists of both hardware and softwure. The hardware includes
three coxponents: a TV monitor to show scenarios and text to the students; a
videodisc player containing the scenarios; and a computer with two disc
drives, a videodisc controller card, a clock card, and a game paddle which is
used to play the videodisc, display the text and contiol what is seen on the

monitor.

The softwvare consists of two slements: a master floppy disc to operate
the "systen™ and eleven other floppy disce--one for sach of the eleven VISTA
gcenarios. ARI-Tt. Bannino {(and Litton-Mellonics) also developed two users'
manuals: (1) an instructor's yuide {Ferkins, Selter, Perrins and Cook, 1983,
and (2) an equipment setup and troubleshooting manual (Perkins et al,, 1983].

Kow VISTA Werks

Once the hardware is assembled, the operation {5 relstively simple, HMost
of what an operator will need is provided in the text on the computer screen,
Additional instructions including how to "trouble shoot® the equipment were
provided by ARI (Appendix A).

VISTA is desaigned to be shown in one of two wadss. The first mode is
called "pedagogical® because it ocontains extengive faedback and never allows
the student to go more than one step off the "best path® or "school solution.”
After appropriate background information is given, a video sequence depicts a
problem situation., The student, or group of stodents, is instructed to think
through how to resolve the problem gituation. The cowputer then presents a
*menu® of three to five optiona for the student(s) to try. Since the text on
the screen is chorter than the regponse delivered by the actor or may include
a "tone of voice” not apparent in the written words, the student is shown a
"preview” of the chosen option (i.e., the actor is shown actually delivering
the lines). The student is than given the choice of keeping that option or
Teturning to the menu., If he keeps the option, a video segment ix played
includinag the subordinates' reactions to what is said. The computer provides
a critigque of the chosen optior. 1r we <hoaedn option ia not the best
possible ane, the student is taken back to the menu to make ancother selection,




If his chosen option is the “"school solution,® the cowmputer continues to a new
menu that allowa the student to: (1) continue, (2) revisw the last segment,
(3) review any or all of the "wrong” choices, o {4) request belp from the
ocomputer an how to run sowe partion of V1STA.

The second instructional wode is called "the experiential mode® because it
pors closely simulates an actual interpersonal interactian, In this mode, the
action ocontinues without any feedback, and the student can go as many as two or
tnree steps off the "bast” path before the situation detexiorates tn a point
where the scenario is ended in an unsatisfactory manner. The sain taachings
here are in the reactions by the subordinates in the scanario to the apprapriate
and inappropriate choices a student makes and any discussion which occurs among
the students. But the student does not always realize that a counselee “can be
salvaged” or “be taught & valuable lesson® and thus he may think he is handling
the situation correctly sven though he is not achieving the best results.

The time required to see the scenarios varies from 10 minutes to over an
hour depending upon the langth of the script and the amount of discussion it
elicits. The topics covared in the 11 scenarios can be seen in Table 1, below,

Table
V1STA Inventory

Disc Scenario Disc
Title Number /Title Nunbse ©
Verbal Abuse 1. Verbal Abuse 1
Taking Charge 2. Taking Charge: Neeting 2
the Platoon Sergeant
Moeting the RCOs 3. Part 1: Meeting the NCOs 3
and the Plstoon Part 2: Meeting the Platoon
Performance Counseling of MCOs é., Forifcrmance Couns#ling 4
Insubordination 5. Moderate Insubordination S

6. Chronic Ingubcrdination

Personal Crisis 7. Emergency Leawve ©

8. Suicide. Threat 7
Pinancial 9, Pinancial 8
YD Counseling 10. Positive BER 9

1. DMNeogative EER
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Bow VISTA Wac Developad

VISTA is the product of & front-end analysis of frequently occurring,
important, and difficult problems company leaders ancounter, Intervieva
condjicted at Ft. Benning with Second Lieutsnants, Company Comsanders, and NCOs
resultad in a list of 57 potential problem areas. These arear wers rated by
58 Captains and senior First Lieutenants in the Infantry Officer‘s Mvance
Course to insure that they were problems which occurred freqguently, that the
solutions were important to smooth functioning of the unit, und were not
easily handled by untrained persons. The 1! scenarios developed covared 25 of
the identified problea areas. Composite ratings (difficulty + impurtance +
frequency) showed that thete scenarios covered 9 out of 10 "top" areas in
these ratings.

The “school sclution” for each problem was derived from Army doctrine (PM
22-100 and P 22-101), When appropriate it was also sugmented by othex
sources in lesadership and counseling literature or from deciaion theory,
management theory, behavior modification, legal considerations, time
sanagement, etc. (A complete list of the documents reviewed in preparing
VISTA can be seen in Schroeder et al., 1982). Instructional objectives were
also identifjed for each acenario, and & "best" path was developed to address
them based on Army doctrine, relevant thecories, and input from subject matter
experts. Alternative paths were tlien developed to ifllustrate common errors in
handling the game aitusticn., The VISTA system was avaluated in the JOBC
Counseling Laboratory at Pt. Benning and in PORSCOM unita st the sawe
installation,

Bvaluation of VISTA

Most of the evalustion work with VISTA was done in the IOBC Counseling
Laboratory. VISTA scenarios were aexperimentally compared to role playing and
progranmed texts that covared the uame material. In terms of learning of
*leadership principles® (i,e., how to deal with psople, how to better do their
jobs, and nhow the Rrwy works), VISTA wap clearly supercior to the other two
teaching methods. Hext, students were expoead aystasstically to ell three
tsaching modalities and asked which they preferred. Their rxatings showed a
clear preference for role playing and for VISTA over the texts. They showed a
slight, but nonetheless statistically significant preference for role playing
over VISTA. They felt the best mathod would be some comtination of VISTA and
role playing. The training effectiveness of VISTA was shown to be equal in a
self-paced individual msode, normsl classroom-sized groups, and in small
groups. But the studenta greatly preferred small groups.

V1STA was also tyied with PFPORSCOM units. There it was ghown that
snlisted personnel became more sympathetic towards officers after exposure to
VISTA. The tsst of whether they learned any leadership principles was
inconcliusive (Bavar, Salter & Dyer, 19813).

tncmael 4o




In June 1983 VISTA was implemented as part of the regular training in the
10BC Laboratory, It has been released by the Combined Aims Center {(CAC) Yor
use in other OBCa. BHBowever, implementation is being delayed by the need to
wodify VISTA to make it compatible with the variety of hardvare used by these
installations.

The VISTA Unit Training Progiam (VUTP)

VUTP was designed to be part of a larger program for increasing the
skills of company leaders and building unit ochesion in newly formed NMS
units. The particular skills VUTP was designed to address were thogse needed
to conduct: (1) personal/performance counseling of subordinates and (2)
problem-solving seasions which result in group consensus and willingness of
menbers to carry out group decisions.

Historically, sccial scientists have looked at group cohesiveness in
terms of members' attraction to, and desire to remain in, & group. Forces
which attract and hold members include the ability of the group to meet member
needs (e.g., wmember safety, desiyes for social camaraderie, and needs for
personal growth). Other attractive features of groups include their
activities, attractedness of the members, and the nature of the group itself
(e.g,, its goals and philosophies)., More yrecent conceptualirations have added
the aspoct of mewber wimitoent to the group's objectives.

Group attraction and sember commitment are captured in the definition ot
military cohesion adopted by the U.S. Army Soldier Support Center (SSC)
conference on unit cohesjon held in October, 1983:

Mjilitary cohegion is the bonding together of soldiers and
their leaders in such a way as to sustain their will and
comni twent to each other, their urit, and the mission,

ARI research has usesd the elepents of oohesion derived by Etzioni (1975)
to help measuirc whather units are achieving the characteristics spelled ocut in
the SSC and related definitions: (1) horizontai winding - evaluative
relationships among peers; (2) vertical bonding - evaluative relat-.onships
between soldiers at differsnt hierarchjical leve's within & unit; and (3)
personal integration - adjustwent to and identit:cation with Army values and
Arsy life, The ideal military unit would be ome which had strong bonding
among peers (horirzontal bonding), strong bonding acrosgs levels of the unit
(vertical bonding) and high levels of personal integratiorn,

Pactors known to facilitate the development of »igh levels of group
cohesion include: (1) stabilization of the group'sz .»embership, (2)
opportunity for member intasraction, (3) mutual peiceptions of caring, concern,
and trust, (4) shared values, (5) shared positive experiences of a challenging
nature, (£} faslingas that the group can achieve excellence, (7) feelings t <t
the leaders and mezbers are coppetent o pearivis their functions, (8) a
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coopeiative work anvironment (including tasks which require interdependence in
accomplirhing a common goal), and (9) perceptions that there is a common
threat.

WUIP is designed to de a three hour block of instruction conducted in
sanll groups (i.e., 2 to 8 individuals). The most direct effect of the
training is expected tc be increased skills in how to counsmel subordinates and

+3d@ productive discussion groups. Increase in these skills, in turn, should
+avg positiva impacts on both unit functioning and occhesion. For sxample,
good performance counseling can lead td incrsased vertical bonding between
leads~ and gubordinstss. That is, & leadsr will be wore likely to be seen as
coapatent, concernsd about his subordinate, and concerned about the good
functioning of the unit, Increused proficiency in conducting discussions
should lead to greater sharing of values and a moxe cooperative work environ-
mant.

For VUTP to be successful, these sk.lls must not only be learned but also
put into practice in the Mife of the unit,

the basic train-the-treiner strategy used in VUTP has saveral advantages
over conventional classroox training in terms of the amouny of saterjal
learned, wiliingness to try it in the uni%, and unit oohegion, The leaders
Are more motivaved to learn under this condition bscause they will soon have
to teach it to their subordinates. Their role as both student and teacher
weains that many unit leaders will be exposed to the material twice and thus
huave more opportunity o learn and to be vomiuwstabls with the teiching points
bsfaore they have to try them in the urit., Bein3 the group leader alsc
provides a chance to practice digcussion skills with the help of the ARI
trainer,

The grcup dailscussion has many of these same sdvantages. The discussion
provides a chance for input which is "better® than the VISTA scenarios alone.
Leaders can add their experiences, they can reach agreement on how they want
to handle situations in the unit and determine how much of whet they see in
the films they want to actually try. Thua there ir social support for putting
vuTe srinciples into practice, particularly if the senior leaders lend their
support to the VUTP program. The discussicn provides a chance for leaders to
show they are oorpetent, desire an excellent unit, snd are concerned for tne
welfare of their subordinates.

Thege training points were reinforced in the pllot program by the
scenarios which were chosen, All three VISTA scenarios (verbal abuse,
moderate irscbordinetion, and performance couneeling) 1zinforce important
oohesion themes: lsader competence, concern for subordinates, mutual respect
fur unit sembers, and reinforcement of unit policies which both support
infividuals and contribute to the effectiveness of the unit.

The written materials discussed the meed for unit ocohesion ané how
laarning VUTP gkills helpa to improve it. The ARI trainer not only taught
the matarials to the leacers buil slsc "modalad™ behaviors so that the group
=ou’ ] see thess principles in action,
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Bow the pilot £ie¢1d evaluation was designed

The pilot evalustion focugsed on two main questions: (1} Bow feasible is
it to oconduct this type of training in line combat units? and (2) What ereas
can or_ should be isp.oved bsfore undertaking a more foraal field evaluation?
Speacific Juestions included: (1) Is there a meed for this type of training?,
(2) Bow do participants react tc the various slements of VUTP (e.g., the VISTA
eceanarios, the discussions, the solutions suggested by their peers, the
presence of an ocutside trainer)?, (3) What benefits do they feal they or their
units wight derive froe participation?, and What suggestions do they have for
improvement? The »#dia for gathering this information includ>d comsents and
questionnairas froe participants and aobsorvations by the ARI trainer.

At this stage of the development of VUTP, we were not rsady to test long
tern «ffacts of the program or to oompare it with other known technologies.
Such a test would have, recessarily, invoived a such larger sample, a control
group, and extensiva follow-up to sse how much of what was being taught was
sctually put into practice and with what effects. Instsad, we were interested
in determining the feasibility of adapting the VISTA program for broader use
in Army units. .
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METROD

Sample

The pilot trial of VUTP was conducted in four comnpanies at Pt. Lawis,
Washington during the weeka of 13-26 February. The types of units that
participated were: an attack helicopter coapany, a convanticnal rifle
company, a “new” MMS rifle company (i.e., it had not yet recaived its first
tour troops) and an ®0ld® NMS rifle company (i.s., it had been in existence
for 15 wonths). The mewly formed NHS unit was selectsd because it fs the
intended audience for VUTP. %ne cother units ware included to see if VUTP
training might also be benefic.ial for other types of units (i.e., &ll WMS
units, conventionel rifle units, and other types of combat units).

The design called for participation by the company commander, company
first sergeant, three platoon leaders and nine squad leadera. However, the
number of participants variad from this design. The attack helicopter company
did not have all the leaders and several rifle coapanies chose to have all
four platoons participate and also to send thair team leaders. The numbers
and kinds of participants are listed in Table 2 below.

Table 2
Number of Participante per Companry and Pozition
Companies
Attack Conventional Mew NMS 014 NMS
Pogition Helicopter Rifle Company Rifle Company Rifle Company Yotals
Co Cmd 1 1 1 1 4
18t Sgt 1 1 i 0 3
Pl 1adr 2 4 2 3 1"
Pl Sqgt 2 -3 5 S 1
5qd Ldr 1 7 9 12 z5
Tean Ldx 0 3 1 13 17
TOTAL 7 21 19 34 81

Although 81 individuals participated in the pilot effort, most of the analyses
involve fewer respondents, because rsgpondent data were not always complete.

Procadure

™Tme VUIr powgiam beogan «wirh an orientation wmeeting for the company
commanders and first sergeants from the four companies. ‘Inuie orieniaiicn
covered the purpose of VUTP, the training materials, and how the training was
to be oconducted.

-
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Tha number of sessions per tompany meeded to conduct VUTP waried with the
puaber ©f leaders to be trained. The smallest unit (the attack helicopter
company) took two) the largest unit (tha old BMS coapany) was planneéd for six,
Bowevar, thess were cospredssd to four sessicns, with the lagt two sessions
involving lsaders of two platooas in & aingle session,

. YThe first session in each coxpeny was conductad by the LRI trainer with
the company commander and his firpt sergeant.. The purpose of that session was
€0 provide thase two lesders an opportunity to learn leaderahip principles,
increase ths wertical bonding through their interactions, exchange of views
&nd sttempt to rsach consenpus, It also trained them in how VUIP was to be
adairistered in the second sessicn, vhan they would be the leaders.

The sscond session was lsd by the company cowmanders and first sergeants
with some assistance from the AR] trainer. They trained the platoon leaders

and platocon sergeants.

Ths rifle companies required subsequant sessions for the squad and tsam
leaders. Thess sessions ware led by the platcon leaders and/or the platoon
sargeants with some bhalp from the ARI trainer., Figure 1 helow shows the
layocut of the training for the rifle companies down through the tear leader
level. The sime procadure wvas followed in the helicopter company but it
stopped with tha second level because they 4id mot have the rent of the

structure shown herse.

LAYOUT CF COMPANY TRAIRIRG
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Inatruments

Two types of materjals ware prepared: training materials and evaluation
nuruu.

'l‘runing Materials. Three training materials wsre prepared: (1) a
briefing an VISTA, (2) an overvic ' of the VUTP training ssusions, and (3) &
handout on how to use the VISTA equipmant., The briefing ocovered five topics:
(1) what VISTA is, (2) how it works, (3} how it was developed, (4) how VISTA
was evaluated, and (5) vhat we proposed to 4o at Ft. Lew.:. It wos usgzsd to
orient leaders on what VUIP was about and the scheduls we intended to follow
at Pt., lewis.

The training sessions overview (Appendix B) was designad to help the
company leaders to oonduct VUTIP sessions and to understuand the type of
feedback we wanted froe the participants. Topice covered in the overview
included: (1) the training objectives, (2) the type of feedback we wanted,
{3) how sessions were to be conductad, and (4) the type of discussion which
was to take place and (5) what the "school solution® was for sach of the three
scentrios. The latter inforastion was providsd to the company discussion
leaders to help thex keep track of what waz happening in“the scenarios.
fiowever, they were instructad to let the answers eaerge from the grcup.

Tue Evslustion Materials. Evaluation of VUTP was cbtained tlirough two
sedia: (a) & questionnaire givein to gll participants, {2} cc=ments from
participants, and (3) th: cbservatione of the AR] trainers.

The Questionnaire, The VUTP questionnaire (Appendix C) consisted of 64
ssparste questions which tapped participants' reactions to VUTP, what beneiits
they had ruceived or sxpectead to recsive for having gane through it, and soae
busic demographic facts (i.e., individuals' companies, positions, how mich
prior ocounseling training they had received). The procedures used to develop
scaler and theizr content are covered in Appendix D. A list of the measures
vsed in the evaluation and the number of queations which are part of these
=sssures amwear in Table 3.
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fable 3
Namas and number of itemis in the scaler included in the VUTP Svaluation

urber of
Bcale Kames Itoms
Reed far VUTP Training:
« Wumber of prior counseling courses 1
+ Relevance of VUTP training for company leaders ?
+« Recommendation for Army adoption of VUTP 1
The VUTP Experiance:
+« Verbal abuse/moderate insubordinstion scenario & discussion 8
« Parformance counseling scenario and discusalon 4
« The scenarios' focus on the platoon leaders®' job 3
+ Agreemnent with peers 3
« dature of the discussicn 6
VUTP Benefits:
« Personal benefit from participation in VUTP 6
o VUTP impact on unit working relations 7
- Unit benefits from VUTP 3

8uggested Changes in WUTP

~J

Participant Characteristics:
« Rame of company

+« Duty position

« Time in the cospany

« Time in pogition

- b b b

Statistical Analysis

Since we anticipated that the evaluation qQuestions would require
inferential az well as descriptive statistics, we designed most of the
responges to occur on aither a seven point scale (-3 to +3), a five point
scale (1 to 5) or a three point scale (1 to 3), The exceptions to this rule
were the "yes/no” quastions on suggestione for improving VUTP and the
fill-in-the-blank or check format used to gether basic demcographic
inforuation. In many placee we wanted to know wvhat percent of respondents
rercted positively to a given questionr. In these cases we combined all the
Tesponsecs above the meutral points of 8 scale into a single score and divided
by the number of respondents answering that question., An sxample of this type
of descriptive analysis would be ®what percent of the participants zecomsended
that al) Arey wuis §o through VUTP training®®™ In those cases where this
strategy 4did not seer to be appropriate, we simply icpcrtsd the average rating
given by the participanta.

"
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i We were also avare that pany questions wore viewed similarly to one
another. To tast this notion we conducted extansive factor analyses of the -
gquestionnaire and constructed thres to eight item “scales.* (The exact
procedure used in constructing these scales is spelled ocut in Appendix D).
(Questions with the same number of choice points were combinad (e.g., Questiongs
l : with seven choice points were combined with other seven choice point
Questions), so that by dividing the total for & scale by the number of
questions in it, we ware able to keep the metric the same as that used for -
single questione,

We were interested in the reactions of sub~groups of participante (i,e,,

peabsars of different companies and different types of lesders) to different
. aspscts of VUTP and in the extont %o which these sub-groups saw that they
derived benefits from their participation. In these analyses wo used a
two-way analysis of variance procedure which "corrected”® for the presence of
different-sized samples in each of the sub-groups. The "P-values® computed
from thetgse analyses were then compared to those expactsd in & random situation
to determine whether the obtained valuen were statistically different from
®chance.” 1In these analyses we report any differences uhiich have lesa thaun a
5% chance of occurring in a rardom situvation {i.,s,, the probability is .QS or
less). We were particularly interested in differences batweon the
conventiconal rifle unit and the NMS wunits; differences bstween the two EMS
units; Adifferences between cospsny level laaders (company commanders and first
scrgaante) and those at platoon leader and below, and bhetween platoon
Jaader/sergeant wnd sjuad/tean leaners,

On onz question--the appropriateness of VUTP training for different
company lesders-—we conducted & one-way analysis of variance to sse if ratings
differed by the raters' leaderinip position. The resulting "F-value® was
tested for statistical significanve.

L .
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RESULTS AND DISCUSSION

She pilot evaluation of VUIP at Ft, Lewis addrsssed four hasic questions,
Pirst, is VUIP needed by Army units? Second, how do participants yeact to the
elements of VUTP (e.g., the scenarios, the discussion, the solutions suggested
by their peers)? Third, what banefits do they feel they received or their
units aight receive becauae they participated? And fourth, how wmight VUTP be

iaprowved?

Whe needs/would benefit from VUTP training?

Table 4 shows the percent of participants in each of six leadership
positions who stated that they hsd had similar training in the past., All
officers and first sergeants had had at least one prior counseling course.
contrast, nearly two thirde (63%) of the squad leaders and nearly three
fourths of the tsam leaders (72a) had no prior training. If the participants
are typical of company leaders, in general, thare is a need for VUTP or
aomething like it at the lavel of platoon sergaant anéd below.

In

Table 4
Number of Prior Counseling Courses Taken by VUTP Participants

Leadership Position

Number of

Cournes Co Cmd 1ut §gt Pl lér Pl Sgt 574 1dr Tm ldr
¥one 0] o o 4 63% 2%
One 50 3 36 24 19 22
Kore than One 50 67 64 e 19 ©
TOTAL 100% 100% 1008 100% 1018 ¢ 100%

* Due to rounding, percents 4o not always #4ad up ic 30C%.

The question of whether counseling training or VUTP, per se, is more
neaded for units is more directly addreased by the analyses in Tables 5 and 6.
Table 5 provides a breakdown of positions within the company that
participants feel would most benefit from VUTP. Over 75% of the participants
felt that all the company laadership would benefit from participating in VUTP.
Participants were particularly strong in their feelings about the
sppropriateness of this type of training for platoon, squad and tsas leaders,
A further anslysis of the data in Table 5 also showed fairly good agresement
among the leaders in their ratings (i.e,, the appropriateness of training
Ffatings 4i4 not vary by the position of the person doing the rating).
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Table S
Perceived Usefulness of VUTP Training for Differsnt Comppany Leaders:
Parcent of Ratars Stating That It Would Be “useful” ®
o~ ‘ Position Rated Percent
Company C-msanders 818 i :
13t Ssrgeants 76 °
Flatocn Leaders 86
Platoon Sergeants 81
sSquad Lsaders 84
Tear leaders 87
The Ratar 80
®

Table 6 indicates participants’ feelings about whether all Army units
would benefit from taking VUTP in its present form. Most (63%) felt that all

units would benefit from taking VUTP (i.e., 41% paid "definitely yes” and an .
additioral 2268 said “yes”). Only 11s felt that this would not be a good idea, ®

Tabies ©
Recommendations for All Aray Units to Take Viir
: : ’
Participants* Cusulative
Ratings Parcent Pexcent
Definitely Yes 418 48
Yes 22 63 ®
Maybe 17 80 e
No " 91
No Opinjion %0 101

Participants®' Reactions to the Elements of VUTP

Pive gcales vare uscd to measure participants' rsactions to various
slements of VUTP., They were: (1) the verbal abuee/moderate insubordination
scenario and digcussiorn, (2) the performance counseling scenario and
discussion, (3) the focus on the platoon leader's job, (4) the nature of the )
discussion, and (5) the extent tc which participants agreed with their peers
on how to resolve the problems presented in VUTP. Each of thege five aspects
of VUITP are discussed below. The first three (the scenarios) are also

presented in a table (Table 7).

'®
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Table 7
Participanta’ Reactions to the Elesents of VUiP: Percent Responding
Positively to Bach Element

o
+

— Element ' Fercent
VA/HI scenarios and discussion 668
Perfarmance counseling scenario and discussion 84

Scenarios' focus on the platoon leader’s job 80

Reactions to the VA/MI sosnarios and discussions. Participants were asked
to raxe the degree o which the filim content, filx feedback, group discussion
leader, and discussion by peers added to the training effectiveness of the
“verbal abuse®” and "moderate ingubordinstion® scenarios. Since the par~
ticipants® reactions to thegse elemants for the two sconarics were quite
sinilar, they were combined into a single scale: ®VA/MI scenarios and discus-
sions® (see Appendix D for details on how scales are constructed). Righty-six
percent of the participants felt that the elements of the verbsl abuse/moderate
insubordination scenarics contributed to their training effectiveness,

™Te thies zifle companies——the only units with sufticient numbers of
participants to be analyred--were subjccted to a twu—way anslyeia of variance
(type of company by three lavels of leaders: Cospany Commandoars and First
Serguants ve. Platoon lLeaders and Platoon Sergeants wvs. S5quad &nd Team
Leaders). ¥No statistically significant differences were found in this or in
tny of the subssquent analysaes. This finding suggests that VUTP triining is
equally relevant for, or well rsceived by, all of the rifle company par-
ticipants.

it should be poted that the attack helicopter company was as positive
as the other units on this and all subsequent analyses. This pattern sugges<ts
that VUTP ¢2n be uwsed by nmon-infantry units., However, additional units will
have to be tested before we know the fuii fangs ¢f wits for vhich VUTP is
appropriate.

Reactions to the parformeance counseling film and discussion. Participants
were asked (o rate the same four elements in the performance counseling
scenario and discussion- That is, the extant to which (1) the film content,
(2) the film fesdback, (3) the group discussion locader and (4) the discussion

. by peers ocontributed to the training effectiveness of the scenarios. Although

thay were lass positive about thie aspect of the training, 84\ nonetheless
xreted it pomitively.

Pocus on_the platoon leadnr's job. VISTA was originally designed to teach
wew lisuterants how to be platoon leaders. Therefore, it is mot surprising ¢o
met that all three VISTA sceanarios suc ¥7itten from the perspective of the
platoor lesader. Although we expectsd that this feature of VUTP would pe
viewed negatively--particularly by the more junicr leaders--808 of par-
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ticipants said that this part of VUTP conributed to the training effectiveness
of the program. Purthermore, there was no significant difference in the
ratings given by Aiffesrent types of leaders.

‘Participanta’ ratings of the nature of the diacussion. The participants
were asxed to rate whether the discussions wers conducted in the prescribed
mannar, Did participants fesl free to offer their opinions? Were their
opinions considered by the group? Did participants share their views? Did
they proceed on the basis of the majority opinion? Did they remain focused on
the scenarios rathar than the personalities of unit meabers? The averags
rating cbtained on this scale (i.e., 4.0 out of & possible 5,0) indicates that
the parcicipants felt that the discussions were conducted in the prescribed
sanner most of the tise.

Degree of agreement among peers on #clutions to VUTP. Participants were
asked to estimats the extent they agreed with their fellow participants an how
to best solve the "problemsa” being presented in the three VUTP scenarios.
Bazed on the amount of time they had besen togather, ws expected to see the
highest agreement among members of the “cld® NMS unit, BHBowever, this was not
the case. Neither unit nor rank differences were discoversd. The average
rating on this scale (i.e., 1.9 out of a possible 3.0) jSAdicated that most of
the time the participanta agreed with their peers.

Parwonal benefit from participstion in VUTP.

Table 8 shows the percent of participants wihio fzlt that Thwey gobt some
personal benefits in edch of the six areas measured. All elements of “per-
sonal benefit® received positive ratings by at least half the perticipants.
Mot (89%) liked VUTP and felt it was & good investmssnt of time (79%). Gains
in ability to handle similar situations in the unit and lead good discussion
groups, increased knowledge of lsadership principles, and slternative ways of
handling unit problems were also claimed by over two-thirds of the participants.
The relatively low mating for learning "naw” principles (69%) is oonsistent
with the fact that sany have had prior training and that most leaders have
baen exposed to these leadership challenges through other experiences.

Table 8
Degree Participants Derived Personal Benafit frowm VUTP:
Percent Who 5214 They Benefitted

Item Rated Percent
Liked the VISTA Unit Training Program a9
Increased 5ki)) with Sinilar Problem -
Incraased Ability to Lead Discussion Groups 80
VUTP was & good investmant of my time 79
VUTP incressec ximwislzs of Aifferent scolutions 77

Increased Kwwledge of Laadership Principles se
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Bach of the five dimensions of the VUTP experience was entzred into a
*Lackvards elimination® multiple regression model to determins which features
were most responeible for participant ratings of peraonal benefit from VUTP,
The analysis shovs that ratings of “personal bensfit® from participation in
VUTY ‘can be predicted in a highly significant manner (i.e., P=33.36 with 3
degress of freedom; probability is less than ,001) using three ratings fron
thiee aspects of the VUTP experience: (1} the elements of the VA/MI film and
discussion, (2) the slements of the perfcrmance oounseling £ilp and discussion,
and (3) the degree of agresment among the group participants (i.e.,, agreement
with peers). Teken together, these three measures also prcduce a multiple cor-
relation of .79, which accounts for 628 of the variance in the personal benefit
ratings. Improvements in any of these features of VUTP--particulariy the
reactions to the VA/NI films and discusticns-—could well have a major impact.

Anticipated iwmprovement in the unite' working relationships.

Table 9 shows the percent of participants who expected positive outcomes
for the unit's working relaticnships as a function of having gone through
VUTP, The range of thege percents vas betweean 74 and 86\, indicating that the
majority of participants expected improvements in their units' communications
and problem solving atrategies.

Table 9
Percent of Participants Who Anticipate Improvement in Unit Working Relationships

Item Pated Parcent

VUTP will help the unit:

Deal with similar problems 863
Air differencas in opinions 8s
Coordinate actions 83
Find good solutions to problems 83
Generate comron apprcaches 81
VUTP will have a positive impact on the whole unit 84
VUTP will help unit leaders' working relations 74

Anticipated overall unit benefit from participation in VUTP.

¥able 10 shows tha percent of participants who felt their units would
improve in furcticning, become move cohesive, or inc-rase in empathy for
leadars because of VUIP, The relatively low expectc..on for increased empathy
for leaders (56%) compared to the other two helps explain why tho scores for
overall benefit were not more positive, However, the factas that 847 of the
participants eapecisf an imorovement in unit functioning and 808 expected the
unit to be more cohesive suggest that the program was vitwsd poeitively by
the greet majority of the participants,
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Table 10
Anticipated Overall Unit Benefit from VUTF Participation:
Percent of Participants Who Feel Unit Will Benefit

-

Jter Rated Parcent
Improvement in uhit functioning 84%
Better unit oohesion 80

More eppathy for unit laaders 56

Ne again used the backwards elimination sultiple regreassion tachnique to
deternine which faatures of VUTP were most highly aasociated with
participants' ratings of overall unit bonefit., Only one element-—ratings of
the VA/MI scenario and its discussion—showed a statistically significant
relationship. The resulting correlation (.40) accounted for 16% of the
variance in the overall benafita scale., The size of this correlation is much
smaller than was cbtained for sither the prediction of personal benefit or
improvement in unit working relationships. %The most likely axplanation is that
the scale ia much shorter (three items), and the conceépt baing tapped is mich
hazésr to pin down. Tui sxo=ple, we know from prior research :hat soldiers do
not always know what unit ocohesion 18 and yeti W 2re asking Uiwa to cstimate
how much it might improve. 1In any case, this portion of the questionnaire
should be reworked before it is tried with subsequant groups.

Suggeations for how to isprove VUTP

Three sourcas of informstion were used to derive suggestions for how to
improve VUTP: (1) relationships which emarged in the guestionnaire data, (2)
specific suggestions from the participants, and (3) cbservations made by the
ARI group trainer. Rach of these is discussed separatsly.

Relationg which emerged from analyses of the gucsticnnzire. The analyses
have gshown that there is a need for counseling training, particularly for
platoon sergeants and belowv, MNost participants felt that VUTP is appropriate
for company level leaders and for all Army units. Most participants liked
VUTP and felt that it was a good investment of their time, Most felt that the
¢lements in the scenarios contributed to their training effectivenesss and that
the discussions were osonducted in a constructive manner, MNost participants
felt that their own knowledge and skills in handling these kinds of leadership
challengers had been improved. HRowever, they were more likely to say that they
knev how to handle specific situations than that they had gained general
leadership principles oxr knowledge about how to lead a discuasion group. This
suggests that the program ocoulld be improved by making the counseling and
discussicis princinlas more explicit or spenlding sore time on them.

18
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Most participants felt that their units had also benefitted from VUTP,
They felt more sure that the procass would improve than that they would get
better cutcomes (Tabls 9). They were also more sure that the unit would
function better and be wore cohesive than that the lsaders would be viewed

more ‘empathetically (Tuble 10).

Reactions to VUTP including claimed banefits might have bsen made more
positive by changing the conditions under which the "gld” NMS unit
participated, That is, we should eliminate Saturday training, restrict the
size of units, and schedule sessions when units have had a chance to rest up
after field exercises. However, it is aleo possible that part of the negative
reaction by this particular group is due to its "age”, A unit which has been
together for 15 months may have already established policies for how to handle
VUT? type gituations and may also be quite resistant to changes in the working
relations., 1f this is the case, then timing of VUTP training may prove to be

critical to its muccesas in the MMS,

The extent to which participants agreed with their peers was strongly
correlated with personal benefit and with anticipated improvements in unit
working relations. Peer agreement might increase if the -mode of presentation
of the scenarios were changed from the “pedagogical® to the “experiential®
mode, If the scenarios were shovn under this mode, the participants could
concentrate on how they would handle the sjtuations, without having to worry
aboutr iim “schoz) eolutian.® Although awitching to the experientia. mode
might improve the ability ofi the gioup to reach consensus, we wWould nnt
recomsend making that change. It would be Aifficult to £ind trainers who
could successfully duplicate the teaching which is currently done by the
computer, 1If such txainers were found, they might angender the hostility
which is now digplaced onto "the computer® as the students try to cope with
saking mistakes in front of their peers. 1If the trainer simply lets the group
agree on a less than optimal answer, the program will end up reinforcing bad

habits in handling unit problems.

Higher agreement among pesrs could also be ocbtained by providing
participants with higher levels of skill and experience so that they could
participate on a more sven footing with one anvther, Thie oould be done by:
(1) providing other training, or (2) providing the participants an opportunity
to discuss the types of scenarios they are going to encounter in the films
bhefaore coming to the VUTP sessjons. Higher agreem=ant might also be reached by
making the discussion groups ssaller and/or more homogeneous and by providing
mocre time for discussing each scenario.

Participants' suggestions for improving VUTP. Table 11 shows the percent
of participants who felt that aowme appect of VUTP could be improved., By far
the largest area in which participanta commented was the presence of a
civilian group trainer (67%). The participants felt that the group trainer had
besn a positive feature which should be retained, They ssid such things as:
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®Good, we need someone whe ian't biased”,

®gs keeps the fliow going in the right direction.”,;
®it's a very good idea.”,

“le reduces the reguirements on the group leaders.®

Thete womments suggest that VUTP will be less affactive if the units are left
to their own mesources ©o» conduct the treining.

The next most frequant comments focused an (19%) the number of
participants, Most of those who commentad wanted assller groups (e.g., no
wore than 6 to 8 per session). BGowe participants wanted wore of the company
to ba included in the training. WBowever, none of these respondents stated
that they wanted the increased participation to occur in larqge groups.

Ijual numbers of participants (188} commcnted on (t) the nusber and types
~aics ovovered and (2) the pace at which the training was conducted.

3bout half of those commenting on topics wanted to see more topics edded.
Cansances included scenarios on tactics, genarazl lsadership principles, and
lrader ethics., Others commented on the focus on the platoon leader's job.
Here they wvanted the films to be done to sake them mor® relevant for the jobs
of team lsaders, sguad leaders and NCOs, in general.

Most of Uwse Grascnting on the pace of VUT? objected to the repetition
cf material as the computer wmoved from tie "cholce poinue® 4w the "znower®,
Several participants suggested that the discuasion lesader be given an o ion
which would allov him to skip this repetition as often as possible. Thcse who
objectad to the pace, per se, were evenly divided: bhalf wanted it epeceded up
and half wanted it slowed down. Reasons for slowing it down included more
tise to read the text, more tine to consider options, and mere tiwe for
discussion,

The 158 of the participants who commented an the time required to conduct
the training mostiy wanted shorter sessions or sowe reduction in the total
tiwe, Howsver, one participant wanied it to be expanded to & full day (as
opposad to the current 3 hours) and one participani wantsd ¢o “use as much
time as nseded.”

Nearly all the participants vho cosmsnted on “who should take VUTP®
wanted it tc include the entire compsny down to squad leaders. The one
exception was an individual vho recommended limiting participants to recruits
with leadership potential, since #11 ®leaders (already) know these
principles.” &everal of those who commentsd felt that it was °good™ for team
leaders snd stiould be seen by the entire tsam,

Tose comsenting on the oconduct of the discussion leaders felt that they

nesdod more and better training on how to conduct discussion groups. 5everal
weni a5 £3r 2e tn suggest that the discuasion leaders be "school trained.“
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Table 11
Pearcent of Participants Suggesting Changses

" Item Rated Percent
Presence of a Civilian Trainer €7%
Wumber of Participants 19
Types or Numbers of Topics Cowvered 18
How quickly the training was conducted 18
Total amount of time required 15
Who was included in the training 13
12

How the leader conducted the sessions

In addition to the categories in Table 1%, parvicipants were asked if
they had any other suggestiona: twelve of the 83 participants 4id. Most of
these involved a specific suggestion for changing the film presentations. For
exanple; several participants criticized the acting in the films. One
larger TV monitor; another suggested going through the films in

Buggested a
the ®experiential wmode® first and then repeating neing the "psdagogical mode®;

and still another participant suggested more ¢ialogue betore the choice
points.

Those making cuntent suggestions focused on a8 lack of structure in the
training. They wanted more deafinition in the teaching aobjectives, principles
to be learned, and realism 4n the optiong and subssquent outcomes. Several
others simply made summary atatesents (e.g., *good class®™ or "scrap the

progran®).

Obgervations of the ARI traine=:,

The cberrvations include the need for VUTP training, the reactions to it,
the benefits derived frow it, and other suggestions.

The need for VUTP training. Table 4 shows that the presence of prior
counseling training is related to leadership pogition: wsenior leaders have
had it but junior leaders have not. We had anticipated that the company
comenders and first sergeants would have alreedy had courses in ocounseling,
but we felt that we had to include them to familiarize them with the VUTP
materials and to gain their acceptance of VUTP so that the junior leaders

would be more comfortable in psrticipation in the VUTP training,

The interaction of WUir partizipanta in the sessions was related to

whether they had had prior training.

-Van

Those who already knew VUIr priacipls
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were wuch more articulate in stating vhy they would handle situatiors in the
*approved” manner, and they had a highor agreesent with others., Those with no
prior training tended to guess at the anawers and tc be more Irustrated by the
VUTP.experience. Sprinkling the group with some more experienced leadsrs and
having more discussion about the “whys" or consequencea of the 4ifferent
choice pointr might reduce the frustration levels among the more junior

leaders.

®ven the inexperienced leaders alresady knew sowe VUTP prinziples {e.g.,
don't correct WCOs in front of their troops; keep your "cool® in handling
situatione; and use professional help whan you get a problem which is beyond
your capability). Bowever, they tanded to rely more on punishment and to
believe that persoms vho had risen in the Arey to the rank of ES should know
their jobe and handle their personal problems without any assistance from
senior leaders or Aray agencies. The number of "errors® these
junior/inexperienced leaders made in going through VUTP reinforced the notion
that this type of training is, indeed, needed,

Participants who rated the elexents of VUTP poeitively falt it was
appropriate for unit lezders, and felt they and their units had benefited from
it, tendel to also recommend that VUTP be made available for all Army units.
Not anly did moat participants recommend VUTP in their questionnaire responses,
bul they also commented favorably about the experience both during the sessions
and aftervarde. However, those who racommended VUTP also suggeasted keeping the
civilian trainer. Pioviding an experienced gicup trainer would make the

program more expensive for the Army to maintain.

Reactions to the elements of VUTP. The wverbal abuse scenaric starts with
4 platoon leader walking past a squad formation in which the E6 aquad leader
is correcting a squad member by insulting his intelligence. In the school
solution, the lisutenant pulls the squad leader amide and poirte ocut that such
behavior is against Army and company policy and that he wanta to meet with the
squad leader the next morning to discuss the situation. In the office, the
lieutenant reiterztes his policy, insists that the squad lsader change his
behavinr, and then moves to the "family problem” which is the apparent cause
of the recent changes in the squad lsadcr's hehavior as reflected in the
undesirable leadership behavior just seen., The scenario ends with the
lisutsnant recommending counseling by the chaplain and following through to
mske sure that the sguad luider does something to lessen his stress level and

bashave better,

Rosut participante apprsciated that the lieutenant sust take action and
that he must mut chew out the squad leader in front of his troops. However,
many did not see the squad leader's behavior as “verbal abuse®. Many felt
that the behavior was okay, but that one must mot get caught doing {¢. Many
vanted to move to “personal counselin3i® right away &nd put off the performance
counsaling until later. Their reasoning was that the wquad lsader obviously
had a problem which he was willing to talk about and that he would be less
willing to discugs it ii Uw licutsnant inmisted on discussing his
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performance. There was also some resistence to the vigorous follow-up by the
lieutenant in getting the NCO to seek professional help. Hany felt that the
lieutenant wan insisting on too guick a resolution and others felt the %WCO
could solve his own problem,

$he registance to the wverbal abuse scenario could be fixed by changing
the film, but we also found that we ocould reduce the resistance by the way it
wvag discusscd. Extending the discussion &bout the nature and consequences of
werbal abuse, acknowledging that doing the personal counseling first is good
but not the preferred way, encouraging participants to withhold judgment about
VUTF until the scenario was over, and acknowladging that instant referral is
not always nneded, all contributed to reducing the resistance encountered when
this socenario was shown, WVa algo encouraged the participants to "improve®™ on
the VUTP solutions and to tallor them to their own situations. We found that Py
it was important to make participants feel “"okay® about making mietakes. We -
stressed that all participiunts wmade mistaker and that seeing the foedback from
these errors contributed to the pover of the VUTP lasscns. When perticipants
don’t feel comfortable in making mistakes, they are resistant to
participating, frequently hostile, and frustratad,

Ihis and all other ascenarios ran more amoothly and more rapidly if we did
five things. First, stay in the pedagogical mcde. The assential points can be
made without switching modes,. Second, skip the VIETA system overview., It is
t0o long for people to remesber what it 18 saying, and it ion't needed if the
participants can watch the acticn for & while or have a trainer present.

Third, get the participants to discuss the backgyound and opening acens before
they begin to make choiies. This practice avoids future arguments about
handling the problem by providing a common starting place for making decisions
Dased on what the problew octually is and what the range of possible options is
for resolving it. Pourt:, have participants state why they preferred one
option over anothar. Thias type of discuession helped the participants see
differences in the choices they may have missed and often led to agreement on
how to proceed., PFifth, in the absence of agraemant, ghow two or more cpticns
€2 the group, and show the “wrong® one first:. This tachnigue takes advantage
of the automatic feature of the pedagogical =cds which reaturns the group to the
original choice menu without having to go through extra steps.

@'
Y
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The Moderate Insubordination scenario depicta a lieutenant counseling a
Spec 4 who was an outstanding troop up until the last month when he was late
o farmation, refused to get a haircut, and has generally shown a bad
attitude, Although the WCCs have counseled this troop, they have asked the
ligutenant to find out vhat is going on and, 4if possible, wurn this tzoop
around. During the sagsion we find that the Spec 4 wants out of the Army but
does not appreciats that his bad discharge hae consequences in civilian life.
Once he realizes this, the troop promises to change his behavior and sarn an
hoanurable discharge.

This socenaric evoked strony iwactici:z ¢vrom same participants, They felt
that his offanses warranted punishment and that the Army was wrong in not
suggesting that hes get it, Others felt that once a troop gets “"ghort®, there
is mothing that can be done to change his sttituvde.
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™o discussion techniques were tried to make this scenario more
realistic. The firet wae to change the disc and show the group the “chronic
insubordination™ geenario so that they could sppreciate how this troop
differad from ane who could pot be salvaged, Participants who sav the second
scenario were quite snthusiastic. They anjoyed putting the hasser down on the
chronic case and seemed to knov what was mueded. The second technique was to
invite the group to try to devisa a better method of handling the moderate
insubordination case. This worked in some groups but not in others.
Salvaging wayward soldiers does not seen to Lo as easy as ponishing them
end/or discharging then.

Parhzps the best method of fixing this scenario would be to reshoot it to
show how NCOs sight handle the case before it is raised to higher levels.
Inclusion of additional mctivational tachniques might alsc strangthen it,

Th: Pe:rformance Counseling xcenario again shows a squad laader being
counseled by his lieutenant. The problem here seams to be 2 lack of
consistency in the sguad leader's behavior. Be is technically competent and
handles his troops well but he: (1) grabbed the wrong map on an PTX and got
the troops lost, (2) failed to supervise his troops in motor pool and thus
fa‘led a roadside inspection, and (3) was an hour &nd & half late getting his
troops to & work detail bacause he forgot to arrange transportation., The
scenario reveals that the squad leader is not good at planning and organizing
Lis time and resources. The lisutenant gives his lassons in time management
and planning and scmss follow-uy sxirzises to insure that he can put these new
techniques into practice.

This scenario eavoked many commants about the acting akill of the players.
It was also harder to fcllow thie scenario hecauss the choice points were
often poorly written, Purthermore, tiers wac & tendency for the participanis
to &ssuxe that the MO0 had a personal probler (9.¢., drugs, hoote, or family)
which was csusing his inconsistent bshavior, This sssumption on the part of
many of the particigants male them go off the track and thus find the scerario
frugtrating,

This scenario wouid s izproved by switching actors and rewriting the
choice points, HKHowevsr, it was alao helped by having the group withhold
judgwent about causes of behavior and by rimply giving them the answers on
sose of the more obscure choice points., This film was a nice oounterbalance
to ths other two scenarios, vhich were more intarpersonal and lass tachnical
in nature,

Focus on the platoon leader's job, All three scenarios vere written from
the standpoint of the lieutenant's job. Participants' reoactinns to thia
feature of VUTY were related to other reactions to the program and whether
they £3lt that they &nd their units had benefitted froe it., Howvever,
leadership position vas nmnt relevant {(i.2., higher ranking individusls wer=z
not any more likely to f£i:13 this a positive or negative feature of the proaram
than were lower ranxiig intividuals), Most groups chose to handie this
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feature by having all participants role play as if sach were the lieutenant in
the scenario., This secmed to work. But there were comments from time to time
from the participants which suggerted that they alsc identified with tha NCOu
baing oounszled in the verbal sbuse and perforsance counseling aituations.
The dynamic of identifying with the NCOs could probably be axploited along
with the theme of mutusl regpest—-to cpen up the discussiona to be more
parscnal in nature, However, there is a danger that the gessions would then
get too parsonal and turn into "bitch® sessicns (e.g, "my officers certainly
don't treat we with the respect that that #CO is getting®). We tried to
discourage this type of raaction wvhenever it occurred because VUTP is not
sensitivity training. Rather it is to teach skilis which can be used hy the
unit to improve its working relations without directly oonfronting
personalities.

Nature of the discussion. The discuasion rules ovtlined in Appendix B
were generally followed. The group discuszion leaders learned fairly guickly
how to yet group members to participate. However, they tended to poll the
membe-s about their choices and not to spend much time trying to resolve
Sifferences of opinion, 6Gome leaders, particularly the captains, tried to get
the participants to give the right answera by giving broad hints, As a whole,
the leaders were most comfortable when the seseions were structured as a
skilla-acquiring sassion. They wure less comfortable pulling solutions from
the groups; letting groups make mistakes and learn from them; and getting
Benbelrs to t2lX about uelir sxiperienceg in handling similar situations.,
Contrary to our expectations, leaders also avoided talking about now
implement VUIT lessons in their units. ¥None of the group leaders went out of
their way to align themselves with the computer soiutions. Rather they
offered the computer as a uwseful teaching tool they felt free to disagree
with.

Company commarder:t proved to be the best group leaders. They were
confident and had good control over the interactions. Lieutenants sesemed to
have the verbal skills necessary to lead groups but generally seemed to lack
confidence in themeelves as trainers. WOCOs, as & rula, were leas able to leaéd
the discussions. Ois ¥C0, in particular, was & silent machine operator, which
produced such a chaotic situation that the group ha¢ to be rescucd by the
trainer., However, there were twec NCOs who did an ocutstanding job, One
was & highly articulate first sergeant, The other was & ecent BNOC
instructor. This suggests that NCOs can lsad the sewsions but they must be
carefully picked or trained.

The nature of tha discussione could be ieproved in & number of ways. The
first wvay world be to improve the tiaining wmaterisls, v3iuy the information
gathered in this pilot eff.-:c. A necond improvawert wouid be to insure that
potential discussion lead:rs ac% i 1)y read the materials. Our absgervation
during the pilot evaluation was thet most leaders used informmtion thet they
gained from going through the traia!ng but d4id not specifically oonsult the
Printeq maiecrialz., 2 third jnprovesent would be to spend more time in
training the leaders. Althouch they were familiarired with ths sguipaent and
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given the materials, they were not specifically rehearsed on what they were to
say or gilven any role playirng exercise to halp thenw handle specific areas of
the VUTP. A fourth way would be to make the introduction of ths pcogram
longer and more standardized. Topics which should be systematically coverad
the nature and cbjectives of the training, the

in the introduction include:
types of situations participants will be seeing, and an expectation that the

Qroups are to try to incorporate the lessons that they learn into their units,
A fifth improvemsnt would be to try to get the leaders to “"buy into® the
contant of the lessons, If the lasders were more srticulate in their support
of tha VUTF lessons, the mambers aight be less resistant to them. A sixth
suggeation would be to keep the discussion groups to 6 to 8 individuals so
that each member has a greater chance to fully participate. Participation
might alsc be enhanced by insuring that all participenta have had prior
training and that the groups are more homogensous (e.g., restricted to
individuals who work with one another on a daily basis).

The fact that unit leaders liked VUTP and felt thet it would benefit their

units encourages us tc make the changes suggested here and then subject it to
a lurger, more controlled study.
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INSTRUCTIONS POR VISTA




INSTRUCTIONS POR VISTA

YROTE: AT THIS TIME IN THE INSTRUCTIONS, ALL MACHINES
-"BSHOULD BE TURNED OPF.

"
BEFORE EXPLAINING HOW TO RUN VISTA, WE WILL COVER SOME ]
BASIC TERMS TO AVOID CONFUSION LATER.
"CURSOR"™: THIS IS THE SMALL BLOCK WHICH APPEARS ON THE
SCREEN WHICH CAN BE MOVED BY ROTATING THE
- DIAL ON THE HAND-CONTROLLER.

“HAND-CONTROLLER": THE HAND-CONTROLLER 1§ THE SMALL
DEVICE BY WHICH YOU CPERATE VISETA. THIS
DEVICE ALLOWS YOU TO MOVE THE “CURSOR™ TO
: APPROPRIATE COMMAND LINES ON THE SCREEN.
L] PRESSING THE BUTTON ON THE B1IDE OF THE
HAND-CONTROLLER IS THE MEANS BY WHICH YOU -
SELECT CHOICES AND MOVE THROUGH THE LESSON.

"CHOICE POINT": POINTS DURING EACH LESSON AT WHICH
VISTA WILL PRESENT YOU WITH SEVERAL
e ALTERNATIVE ANSWERS FROM WHICH YOU MUST
SELECT THE BEST ANSWER. (EXCEPT WHER .
THESE INSTRUCTIONS ASK FOR PREDETERMINED
ANSWERS. )

ictlill'a

e

BE SURE THAT YOU HAVE THE FOLLOWING MATERIALS:

APPLE COMFUTER ¥W1TH TWO DISK DRIVES
T.V. MONITOR

VIDEODISK PLAYER

° APPROPRIATE DISKETTES AND VIDEODIRKS

TRAINING MATERIALS :

- aMA

BE SURE THAT THE BYSTEM HAS BEEN PROPERLY SET UP WITH ALL
CONRECTIONS BEING SECURE INCLUDING A GRGUNDED (3~PRONG)

SOURCE OF POWER.

STEP 1:
L CHOCSE THE AFPROPRIATE VIDEGCDISK AND LESSON DISKETIE.

STEP 2:

PUT THE "SYST:EM“" DISKETTE INTO DISK DRIVE $1. THIS DISK -
18 CLEARLY L2 BELED “SYSTEM DISKETTE".

A-1
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PUT THE APPROPRIATE “LESSON" DISKETTE INTO DISK DRIVE
€2. THE LESSONS ARE CLEARLY LABELED BY NAME. THE NAME
_EHOULD BE PACING UPWARDS BEFORE THE DISK 15 INSERTED.

~"PUT THE VIDEODISK INTO THE VIDEO PLAYER. THE "SHINY"
BIDE SHOULD BE PACING UPWARDS. PLACE THE VIDEODISK
OVER THE PLASTIC BPINDLE. ONCE THE VIDEODISK 1§ SECURE
AGAINST THE PLAYING SURFACE, BNAP THE LOCK BATCE ON THE
SPINDLE SO0 THAT 1T FIRMLY ROLDS THE VIDEODISK 1IN PLACE.

CLOSE THE LID.
TURN THE POWER SWITCH TO "ON" ON THE VIDEO PLAYER.

TURN THE T.V. MONITOR ON =- ALLOW FIVE MINUTES FOR
THE MCNITOR TO WARM-UP.

STEP 3:

TURN ON THE APPLE. THE POWER SWITCH SHOULD BE LOCATED
1N THE LOWER-REAR CORNER OF THE MACHINE. TURNING ON
THE MACHINE WILL AUTCMATICALLY "BOOT" THE SYSTEM.
WITHIN 10-20 SECONDS, THE SCREEN WILL SHOMW:

WELCOME TO VISTA
PLEASE WAIT, PROCESSING

DURING THIS TIME ~- DO NOTHING!! THE MACHINE 1S
PREPARING TO START X VISTA LESSON.

STEP 4:
THE SCREEN WILL CHANGE TO:

THE SYSTEM STATUS 1S SET TO:

1) THE PEDAGOGICAL
INSTRUCTIONAL MODE

2) NOT KEEP STUDENT RECORDS
1S THIS WHAT YOU WANT?

ttynstt
ttuott

.
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THIS IS THE SETUP THAT YCU WANT. MOVE THE "CURSOR", BY

ROTATING THE DIAL ON THE HAND CONTROLLER TO THE “"YZS".
JPRESS THE BUTTON ON THE SIDE OF THE HAND CONTROLLER.
_.THIS WILL TELL THE MACHINE THAT YOU WANT THIS§ SETYP

IF THE SCREEN DOES NOT BHOW THIS EXACT “MENU", THEN
TURN TO APPENDIX A FOR INSTRUCTIONS FOR. ROW TO RESET
THE *"MENU".

STEP 5:

THE SCREEN WILL CHANGE TO ASK YOU IFP YOU WOULD LIKE TO
RECEIVE INSTRUCTIONS ABOUT ROW TO RUN VISTA. 1IF THIS
IS THE FIRST TIME YOU HAVE RUN THE SYSTEM, IT IS
STRONGLY ENCOURAGED THAT YOU WATCH THE REVIEW. 1IF YOU
ARE FAMILIAR WITH VISTA, YOU MAY BYPASS THE REVIEW AND
START THE LESSON.

IF YOU WANT TO REVIEW THE OPERATING PROCEDURES, TdEN
MOVE THE “CURSOR" TO THE

‘lt\_nrqﬁt

AND PRESS THE BUTTON ON THE RAND~-CONTROLLER. THE MACHINE

WILL THEN RUN YOU THROUGH SEVERAL SCREERS WORTH OF
OPERATING PROCEDURES. MOVING TC TRE NEXT SCREEN 1S
ACCOMPLISHED BY MOVING THE “CURSOR"™ TO THE LAST LINE
AT THE BOTTOM OF THE SCREEN AND PRESSING THE BUTTON
ON THE HAND-CONTROLLER.

IF YOU WANT TO BYPASS THE REVIEW, THEN MOVE THE "CURSOR"

TO THE
segouw
AND BEGIN THE LESSON.
STEP 6:
AFTER EITHER WATCHING OR BYPASSING THE REVIEW, YOU
WILL BE READY TO BEGIN TRHE LESSON. TO DO THIS, THE
MACHINE WILL ASK YOU TO MOVE THE “CURSOR"™ TN THE BOTTOM

LINE Of THE SCREEN AND TO PRESS THE BUTTON ON 1HE
HAND-CONTROLLER. THE SCREEN WILL THEN CHANGE TO:

PLEASE WAIT...
VIDEODISK POSITIONING

WAIT POR 10-3C SECONDS POR THE MACHINE TO BECOME
OPERATIONAL.

Y T v
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STEP 7:

-.VISTA WILL PRESENT YOU WITH ONE TO FiVE SCREENS WORTH

‘.OF INFORMATION WHICH WILL PREPARE YOU AND “SET THE

- STAGE" POR THE LESSON YOU WILL SHORTLY REVIEW. WHEN
YOU ARE PINISHED READING A SCREEN OF INFORMATION,
MOVE THE “"CUKSOR"™ TO THE BOTTOM OF THRE SCREEN AND PRESS
THE BUTTON ON THE HAND-CONTROLLER. WHEN THE
INFORMATION 1S FINISHED, YOU WI1LL BE READY TO VIEW THE
BEGINNING SE@ENT OF THE LESSON.

..‘
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BEGINNING YOUR VISTA UNIT TRAINING

Ntttill..i...

asasaaeseeyERBAL ABUSE LESSO!

STEP 13

"PUT THE DISKETTE LABLLED
DRIVE §2.

PUT THE VIDEODISK LABELED “VERBAL ABUSE"

VIDEODISK PLAYER.
PRESS "RESET” BPUTTON ON APPLE.

STEP 2:
THE SCREEN WILL CHANGE TO:

WEILOME TO VISTA
PLLEASE WAIT, PROCESS1ING

—— e ——— T ——

crmmnniAmYANAYL, MODE

WHEN THE “"MENU" ASKING FOR INSTRUCTIONAL

THE SYSTEM STATUS IS SET TO:

1) EXPERIENTIAL
{NSTRUCTIONAL MODE

2) DO NOT KEEP STUDENT RECORDS
1S THIS WHAT YOU WANT:

"YES.‘
QQNQQQ

P S

RECORD KEEPING APPEARS ON THE SCREEN, IT 5HOU

et

MOVE THE "CURSOR" TO

'&YES"
AND HIT THE ENTER BUTTON.

P THE “MENU" DOES WOT MEET THIS REQUIREME!
A WHICH PROVIDES INSTRUCTION AS TO HOW TD

o sTen MET, AND YOU ARE IN THE

ONCE THE REQUI1REMENT RAS

EXPERIENTIAL/NOT
START VISTA. YOU CAN EITHER REVIEW

OR GO DIRECTLY TO THE LESSON.

“VERBAL ABUSE"™ INTO DISK

INTO THE

AND §
D 8T

l
»
o

TUDENT
TE:

GO TO APPENDIX

CHANGE THE MENU.

KEEPING RECORDS MCDE, YOU ARE READY 70
THE OPERATING PROCEDURES

L
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ONCE YOU HAVE GOTTEN TO TKE L¥ESL0n, YOU WILL BE PRESENTLL WITH -
BAC GROUND INFORMATION AND THE P12ST SEGMENT OF THE LESSON. '
YOU ®ILL THEN BE ASKED TO MAKE A DECISION KNOWN AS A

"CHOJICE POINT".

AT “CHOICE POIRT" 61, YOU WILL BE FFPESENTED WITH BEVERAL
ALTERNATIVE ANSWERS. YOU WILL CHOOSz -

ANSWER #1

MOVE THE *“CURSOR"™ TO ANSWER $#1 AND PRESS THE BUTTON ON TEE
BAND-CONTROLLER.

*e .C*..SI‘OP POR DISCUSSION.‘Q""".'.

AFTER DISCUSSION HAS ENDED, GO TO THE APPLE COMPUTER. ON THE
UPYER LEFT-HAND SINDD OF THE KEYBOARD 15 THE BUTTON MARKED:

KESET . ,

THIS WILL STOP THE LESSON WHILE RETURNING YOU TO THE BEGINNING
QF THL FRCOCRAM. HERE THE SCREEN WILL TELL YOU THAT YOU ARE
STILL IN THE EXPERIENTIAL/NOT KEEPING RECORD MCDE --~ AND DO YOU
WANT TO CHANRGE MODES. MOVE THE “"CURSOR" TO THC LINE MARKED: i

“'YES..

AND PRESS THE BUTTCN ON THE HAND~-CONTROLLER. YOU WILL TREN
BE LSKED IF YOU WANT TO REVIEW THE OPCRATING PROCEDURES. MOVE

THE CURSOR TO THE LINE MARKED: J
.tnoiﬁ L . ﬂ

- 1

AND PRESS T1'HE BUTTON ON THE HARD~-CONTRCLLER. THIS WILL

BEGIN THE "VERBAL ABUSE"™ LESSON AGAIN. THIS TIME THERE 3
WILL BE A SPECIFIC BET OF STEPS FOR YOU TO FOLLOW.

THESE ARE THE STEPS TO BE POLLOWED AT DIFFERENT "CHOICE POINTS": - 1
CHOICE PGINT ANSWER }
1 3 '
2 3 -

3 2

4 2
-4

A-6



AFPTER ANSWERING THE FOURTH CHOICE POINT, THFE PROGRAH WILL

TERMINATE. YCU WILL BE ASKED IF YOU WANT TO RERUN THE PROGRAM -
OR ETART A NEW LESSON. YOU WILL MOVE THE CURSOR TO THE LINE 4
MARKED:

RERU. SAME LESSON
AND BRIT THE RETURN BUTTON CN THE HAND-CONTROLLER. -

THE LAST 2RESS OF THE BUTTON OX THE HAND-CONTROLLER RETURNED
YOU TO THE MENU CONCERNING INSTRUCTIONAL MODE/RECORD KEEPING.
YOU SHOULD STILL BE IN THE PEDAGOGICAL/NOT KEEPING RECORDS
MCDE. (IF YOU ARE NOT, THEN GO TO APPENDIX A AND CHANGE THE
MODE TO MEET THIS REQUIREMENT). :

THE "MENU" WILL ASKX YOU IF YOU WANT TO BE IN THE PEDAGOGICAL/
NOT KEEPING RECORDS MODE. MOVE THE CURSOR TO THE LINE
MARKED “YES" AND PRESS THE BUTTON ON THE HANO~-CONTROLLER.

YOU WJLL THEN BE ASKED IF YOU WANT TO REVIEW THE OPERATING
PROCEDURES. MOVE THE CURSOR TO THE LINE MARKED “NO" AND
PRESS THE BUTTON ON THE HAND~-CONTROLLER. ¥OU ARE NOW READY
TO REVIEW THE LESSON.

AGAIN, THE CHOICES BEL(OM ARE "THE BCHOUL SCLUTION"™. THESE ARE

INCLUDEL FOR YOUR INFORMATION ONLY. DO NOT GIVE THESE

TO YOUR GROUF. LET THEM DECIDE WHAT SOLUTION THEY WANT TO TRY.

THEY WILL LEARN MORE IF THLY MAKE MISTAXES AND LET THE COMPUTER
PROVIDE THE FEEDNBACK.

CHOICE POINT ANSWER
1 3 ,

w
3

3 1

4 3 .

5 3

6 1

7 3 .

) 3 |
9 s ]

TH1S CONCLUDES THE "VERBAL ABUSE"™ LESSON.

‘e
WERY PR
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THEN, REMOVE THE "VERBAL ABUSE" DISKETTE FROM DISK DRIVE ¢2
AND THE "VERBAL ABUSE®" VIDEODISK FROM THE VIDEO PLAYER. PUT

THEFE DISKS BACK INTO THEIR SHEATHS.
YOU ARE NOW READY TO RUN THE NEXT LESSON.



*# 44442 epERFORMANCE COUNSELING LESSON®ttestadsnen

S8TEP.1:
. PUT THE “PERFORMANCE COUNSELING™ DISKETTE INTO DISBK
DRIVE 42. PUT THE VIDEODISX LABELED “PERFORMANCE COUNSELING"

INTO THE VIDEO PLAYER. HIT THE “RESET" BUTTON. THIS WILL

START THE LESSON.

THKE GCREEN WILL BE PROGRAMMED TO ASK IF YOU WANT TO
REMAIN IN THE PEDAGOGICAL/NOT KEEPING RECORDS MODE. YOU DO.
MOVE THE CUKSOR TO THE LINE MARKED "YES"™ AND PRESS THE BUTTON
ON THE HAND-CONTROLLER. YOU MILL THEN BE ASKED IF YCU WANT
TO REVIEW THE OPERATING PROCEDURES. MOVE THE CURSOR TO THE
LINE MARKED "NO" AND PRESS THE BUTTON ON THE HAND-CONTROLLER.

YOU WILL NOW BE PROVIDED WITH BACKGROUND INFORMATION OR THIS
LES50N. AFTER THE INFORMATION, YOU WILL BEGIN THE LESSON,

AGAIN, THE CROICES BELOW ARE "THE SECHOOL SOLUTION". THESE
ARE INCLUDED FOR YOUR INFORMATION ONLY. DO NOT GIVE THESE
TO YOUR GROUP. LET THEM DECIDE WHAT SOLUTION THEY WANT 10
TRY, THEY WILL LEARN MORE 1IF THEY MAKE MISTAKES AND LET THE

o= oy

COMPUTER PRCVIDE THE FEECBACTK.

CROICE POINT ANSWER
1 3
2 1
3 1
4 1
5 2
6 2
? 3
8 2
9 3
10 2
11 4
12 3

THIS WILL TERMINATE THIS LESS50N

A-9
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REMOVE THE "PERFORMANCE COUNSELING" DISKS FPROM DISK DRIVE ¢2
PLACE BOTH DI1SKS BACK INTO THEIR

AND FROM THE VIDEO PLAYER.
SHEATHS .

A-10
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Gesead o aMODERATE INSUBORDINATION LESSON®ttddsedsen

PLACE THE DISKS LABELED "MODERATE 1NSUBORDINATION" INTO DISK
DRIVE €2 AND INTO THE VIDEO PLAYER. THE SCREEN SHOULD STILL
S8TATE:

RERUN THIS LESSON

RUN ANOTHER L.ESSON
MOVE THE CURSOR TO THE LINE MARKED:

RUN.ANOTHER LESSON

AND PRESS THE BUTTON ON THE HAND-CONTROLLER. THIS WILL
RESET VISTA FOR ANOTHER LESSON. (IF THIS FAILS, PRESS
THE RESET BUTTON ON THE APPLE KEYBOARD.)

AS ALWAYS, YOU WILL BE QUERRIED AS TO INSTRUCTIONAL MODE/
NOT RECORD KEEPING FPORMAT. THE PORMAT SHOULD STILL STATE
PEDAGOGICAL/NOT KEEPING RECORDS. 1IF THIS 1S TRUE, MOVE
THE CURS50K TU THI LINE MARKED "YES" AND PRESS THE ENTER
BUTTON. (IF NOT, THEN GO TO APPENDIX A FOR INSTRUCTIONS
¥YOR CHANGING THE MENU.)

AGAIN, YOU WILL BE ASKED IF YOU WANT TO REVIEW THE
OPERATING PROCEDURES. MOVE THE CURSOR TO THE LINE MARKED
"NO" AND PRESS THE BUTTON ONR THE HAND-CONTROLLER.

YOU WILL THEN BE PRESENTLD WITH BACKGROUND INFCGRMATION ABOUT
THE FORTHCOMING LESSON. AS ALWAYS, MOVE THE CURSOR TO THE
BOTTOM OF THE SCREEN TO THE LAST LINE AND PRESS THE BUTTON
TO CONTINUE.

AGAIN, THE CHOICES BELOW ARE "THE SCHOOL S8OLUTICN". ‘THESE
ARE INCLUDED FOR YOUR INFORMATION ONLY. DO NOT GIVE THESE
TO YOUR GROUP. LET THEM DECIDE WHAT SOLUTION THEY WANT TO
TRY. THEY WILL LEARN MORE IF THEY MAKE MISTAKES AND LET THC
COMPUTER PROVIDE THE FEEDBACK.

CHOICE POINTS ANSWERS
1 2
2 2
2 1
4 1

THIS WILL TERMINATE THE LESSON

REMOVE THE "@MODERATE INSUBORDINATION" DISKS PROM DISK DRIVE #¢2

AND FROM THE VIDEO PLAYER. REPLACE BOTH DISKS INTO THEIR
PROTECTIVE GSHEATHS.

A-11
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APPENDIX A
WHAT TO DO 1P THE “MENU" IS INCORRECT

-
.-
LY

"IP “THE "MENU* DOES NOT STATE:

THE SYSTEM STATUS 18 SET TO:

1) THE PEDAGOGICAL
INSTRUCTIONAL MOLE

2) DO NOT KEEP STUDENT RECORDS

IS5 THIS WHAT YOU WANT

THEN YOU MUST TAXD RECTIVE ACTION.

MOVE THE CURSOR TO THE LINE MARKED “NO" AND PRESS THE BUTTON
OR THE HAND~CONTROLLER. THIS WILL CHANGE THE SCREEN AND
PRESENT YOU WITH THE TWO POLLOWING BCREENS.

OBVIOUSLY, WHATEVER YOU DO TO CHANGE MODES CAN BE USED TO
CHANGE THEM BACK TO THEIR ORIGINAL STATUS. THIS IS A
PROCEDURE YOU'LL WANT TO SPEND SOME TIME WITH.

FPIRST GOAL: GELECT THE INSTRUCTIONAL MODE. THIS "MERU" WILL

¥ECHOOSE INSTRUCTIONAL MODE¥?®
1 WISH TO USE THE:
PEDAGOGICAL INSTRUCTIONAL MODE

EXPERIENTIAL INSTRUCTIONAL MODE

MOVE THE "CURBOR" TO THE LIRE STATING:
PEDAGOG1CAL INSTRUCTIONAL MODE

AND PRESE THE BUTTON ON THE HARND-CONTROLLER.

A-12
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SECOND GOAL: SELECT THE APPROPRIATE RECORD KEEPING MODE

THE SCREEN WILL SHOW:

¥¥CHOOSE TO KEEP, NOT KEEP STUDENT RECORDS
I WISH TO:
COLLECT DATA ON STUDENTS

NOT CCLLECT DATA ON STUDENTS

MOVE THE “"CURSOR"™ TO:
NOT COLLECT DATA ON STUDENTS

AND PRESS THE BUTTON ON THE HAND=-CONTROLLER.

THE SCREEN WILL CHANGE TO STATE:

YOU HAVE SELECTED THE:

1) THE PEDAGOGICAL
INSTRUCTIONAL MOLE

2) NOT KEEP STUDENT RECORDS

IS8 THIS WiiAT YOU WANT:
Qiyssu ]

..ND..

MOVE THE CURSOR TO THE LINE STATING:
SaypEgee
AND PRESS THE ENTER BUTTON ON THE HAND-CONTROLLER

vy

VISTA WILL THEN ABR YO

U I° YOU wWaNT TO REVIEW THE
OPERATING PROCEDURES OR GO DIRECTLY TO THE LESSON.

e vy

A-13
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APPENDIX B

OVERV1EW OF TRAINING SESSIONS
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OVERVIEW OF TPAINING SESSIONS

Zach new group which sees VISTA will start with a brief

orientation to VISTA.

&. What are the training objectives?
b. ¥hat kind of feedback does the Army want from you?
c. How are the secsions to be conducted?

d. What are the discussion rules?

2. We will be seeing three ViISTA Scenarios.

a. Verbal Abuse (Scenario 1, Disc 1)

b. Moderate Insubordination (Scenario 5, Disc 5)

c. Performance Counseling (Scenario 4, Disc 4).
3. The format for seeing &ach of the three amcenarits will be the
same.

a. The leader turns on the machine and shows the opening szenes.

b. The group will discuss what they think "the problem” is and
how they nmight resolve it.

c¢. The leader will then choose what action the leader in the
scenario wiil take {e.g., ignore the problem, get into an

arqument. Wwith his subordinate, a&tc.) in the Example he has been
provided.

d. The group will then discusa the strengths and weaknesses of
the approach used {n the Example.

e. Once the group has seen and discussed two leader-chosen
examples, they will see each scenario again and be free to
choose which option they feel will be best.

f. The examples are to familiarize the group with VISTA

before they begin to work in earnest. The examples are not good
solutions. They are intended to make teaching points and to
scark discussions.

ESRPSNTY .
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Procedure for seeing Scenario 1 (Verbal Abuse):

a. Setting the Scene:

* 1. Leadexr turns on the machine and shows the opening scene.

- 2. The group discusses the "problem,” «nd how they would
suggast handling it.

b. Examples.
1. Example 1 {Ignoring the Problem).

a. Leader selects choices outlined in Example 1 (on
attached sheet).

b. Group discusses what happened and why Example 1 is a
good or bad way to handle verbal abuse.

2. Example 2 (Getting into an argument),

a. Leader cyclasa the machine back to the opening ecene.
(Procedurea are in the Operator’'s Manual.)

b. At the first choice point, the leader melacis the
options outlined for Example 2 (which is also attached

here).

c. The group then discusses wvhat happened in Example 2,
why, and wvhether they think that is & good or bad

outconme.

¢. Computer assisted training.

nges the computer to the tutorial/pedagogical

2. The group discusses acticons to be taken at each choice
point and gets feadback from the computer on how “good"
their choices were.

Procedures for seeing Scenario 5 (Moderate Insubordipation).

a. Bame format as for Verbal Abuse.

discusses, and follows the outline of

b. Leader sets the scene,
Example 3.

A d

) -
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6.

7.

8.

A R e T

c. Leader switches to the tutorial mode and chooses on the basis
of the group’'s opinions. Again, feedback is given by the

computer.

Procedures for seeing Scenario 4 {Performance Counseling).

a. Same format as for Verbal Abuse.

b. Leader sete the gcene, discusses, and follows the outline for

Example 4.

Leader switches to the tutorial mode and chooses on the bagis

c.
Again, feedback is given by the

of the group's opinions.
computer.

VISTA Training ends.

Training materials are handed cut and questions are answered ca

how to conduct the next seasion.

9.

A short questionnaire is administered to provide feedback on the

VISTA/group discussion program.

Y SN




TRAINING OBJECTIVES

Increase in Leader Knowledge of and Skill with:
Le&&ership principles for hrndling common leadership problems.
. Diversity of views held/experiences in handling these problens.

. How to conduct discussion groups which Jead to sharing of views
and increases in group consensus.

Expected By-Products are:
. Increase of Unit Cohesion
. Improved working relations among leaders.

. Improved unit functioning (fewer problcems because problems are
handled better).

. Increase in Member Satisfaction
. Leaders seem more taring and cuompatent.

. The unit seems to run more smoothly.

Rationale for Expecting Changes in Unit Cohesion

. DiBcussion of leadership problems with members of the
Chain-Of-Command should lead to better working relationships
(Horizontai Bonding smong the leaders).

. Agnlication of gooa 1&&0315uLy grincinles should improve unit
furttioning and thus pride in being a member of the unit {(Unit
Loyalty/Satisfaction).

. Member perceptions that the leaders are more competent and caring
should lead to greater member satisfaction with the leaders
(Vertical Bonding of members to leaders).




Feedback Needed from Participating Units

wWhat benefits Aid your unit get firom going thru VurpP?

Hh;ch kinds of units should see VUTP?

I.i;he content of VUTP equally relevant to all unit leaders?
How can the program be improved?

Can units run this program without outside resources?

About COHORT units started f£rom scratch.
. Is VUTP suitable for this xind of unit?

. Bhould they see it like you 4id or in schoois prior to
starting the unit?

B-5
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TJIRPCSE OF THE DISCUSSIONS

Thsy are designed tc.

. Ianease leade: skills in handling common leadership/counseling
challenges.

. . Provide an opportunity to exchange views anl experiences in
handling thrse challenges.

They are now desiyned to Le:

, « Bitch sesgions focusvd on past unit mistakes.

f . Debates about the inadequacies of current leaders.

RULES FOR DISCUSSION

" -y -

Be respectful of all individuals in your group.

. Encourage everyone t¢ participate.

y . Listen €0 the ideas of all members even if you don't agree with

4 them. . 4
4 e

. Restate what a member has said if you don't understand his point
of view.

L . 1f you must challenge what ies being said, be sure that it is the 1

{ idea you are rejecting, not the indiviaaul. R J

| o '

Try to understand both sides of an imsue:

1 . Bring out all the ideas &and facis aupporting both sides.

. Try to pull the ideas together so that they make sense.

Do not try to force the group to adopt any set solution.

. Do not mention the school solut.lon to the group--let them discover
the solution they prefer. L4 ¢

. Get the group to spell out why they make the choicas they do.




Don't force corsensus when none exists.

{3t i3 0.1, for the group to disagree if they understand why they - 38
are disagréesing.)

. MaXe the group focus on what is the best solution rather than
trying to win arguments LMONg themgelves.

. 1f they cannot reach a ccnsensus, a majority vote will deo to let -
the group move on the rest of the scenariols).




TOPICS TO BE DISCUSSED

When the background hag beer. presentad:

. Do @ell the members of your group agree about what the leader in
the scenario is faced with?

. What in the nature of the problem?
. ¥hat are the posaible outconmes?

. Which of the outcomes is desirable?
. What actions can he take?

. Doee the group have an agreed-upon way to solve the problem faced
by the leader in the scenario?

When the group is free to chooae solutions:

. Do the group members gee how the choices differ from one another?
. Do they agree oo what might happen following each choice listed?

. Do they agree on which choice to make?
(If they disagree do they undarstand each others' views?) -

. DO they want to try more than one choice? If so, which one do
they want to tyry first?

When the scenario is over:

. How satisficd wevre the group members with the way the scenario
came Out?

« Can they think of a bztter way o handle it¢?
» Di2 they learn anything they want to try in the unit?
. How did they like the Ciscussion?

» Would the group like to change the way the discussions are going?
1f so, how? ] 1

B-8 !
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VISIA )1 Objectives

Verbal Abuse

1. Don't.:'";llou verbal abute of the troops. Eweryone should treat each otﬁcr

with mutual .nspoct.,

2. Give immediate feedback, but &n't correct a RCO in front of his men.

3. bon't be wo hard or two sdft.

4. learn how to prepare for a counseling session.

5. State your policies and ¢nforce them,

6. MAddrecs performance problem {irst, then look for causes (e.g., personal

problews} .

7. Assess the peverity of a personsl problem and refer to expert if it is

two difficult or oo time consuming for you to address.

8. EKnow the appropriate ard aviilable codiscling agencies.

9. Be willing to listen, but &n't be surprised or offended if your men arc
luctant to cpen up to you.

10. Always follcow up & counseling session and a referni.

B-10
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Table 25
g VISTA £ Objectivs
Insubordination i
ﬁ ’ 1. ©On the bazis of past history, RO input, attitude, etc., be able to
Giscriminate between the "salwegesble” individus) and the individual who i
deserves atongey punisheent,
p 2. 1f insuwbordination is acute and soderate, try to determine the cause
of the prodblem and provide corrective action. )
1 3. Be sure to ramind the counseles abouz the consequences of continued
b insubordination.

4. 1f insubordinastion is severe and/or chronic, take whatever action is

necessary.

€. 1t legal actizn is implied, know the LCMJ), especially:

have a witness preseant,
get statements and accounts from all parties,
reasd the individual hig/her rights,

state the offernses in a clear and concise manner,

realize that the Company Commander is the onc who
will hanAle the furmal paperwork.
3
6. Support your NO's and walue their sdvice. %
7. Keep clear records of all counseling sessions. ]
{
e, |
{
1
_
B-1]



Table 24
VISTA 4 Objectives

Performance Counsaling

1. Get pelevant background informstion on an individual before counscling
session (e.g., talk with the Platoon Sergeant, other NCO's, look at record,
ewc.).

2. Look fcr trends irn performance and counsel accordingly.

3. Try to encourage and mtivate the individual. even in a negative feedvack
counseling setting.

4. Compliment good performance whenever possible.

5. Do not let poor performance go by, you must take corrective acticn.

: 6. Flan the ocounseling session before the individual even arrives.

- 7. PBe firm, prompt, confrontive, and specific in givang both positivc an j
negative feedack. IDon't be wo haxd or too soft. i #
€. Don't criticize someone for something that is completely beyond hic/her _ 1

control.

q
9. Use and have your men use, time management techniques (e.g., calendar, [ 4 1

checklist, eotc ),

e A aama

10. Give assignments to ingsure that performance problems have been remcdied.

12 Look for dseper reasons ior performance problems, but only if strongly » ’

4.
suggested.
12. Pollow up counseling sessions.

13. Weep written records of all ccunreling scssions. s

B-12
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VISTA Unit Training Program (VUTP) Questjionnaire

The £0llowing questiuns are simed a2 finlding out your rsactions to
the VISTA Unit Training Program (VUTP) you have just experienced.
Your feedback on the program is critical and we appreciste your
honesty.

Plense circle the answer that most closely describes your feelings.

1. How much d4id you like VUTP?

-3 -2 -1 0 +1 +2 +3
disliked neither liked
a lot liked ror a lot
disliked

2. Wnat percent of the time d4id you agree with the computer’'s choice
for the best responsa?

0-20% 20-40% 40-60% €0-80% 80-100%
3. To what extent did you agree with the solutions of your fellow
group members for each of the following scenarios?

a. Verval Abuse

-3 -2 -1 0o +1 +2 +3 N/A
strongly neither strongly pidn't see
disagreed agreed nor agreed this film
disagreed

b. Moderate Insubordination

-3 -2 -1 (o] +1 +2 +3 N/A
strongly nejither strongly pidn't see
disagreed agreed nor agreed this film
disagreed

¢. Performance Counseling

-3 -2 -1 o +1 +2 +3 N/A
stronoly neither strongly Didn't gee
disagreed agreed nox aareed this £film
disagreed

c-1 PT3564
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4. Given the inveastment of time you've made here how would you
characterigze the outcome for you personally?

-3 -2 -1 o +1 +2 +3
nghyative neutral positive

5. What 2ffect 40 you think VUTP will have on your unit as a whole?

-3 -2 -1 ¥ +1 +2 +3
very no srffect very
negative positive

6. How helpful has VUTP béen in developing good work relationships
umong the leaaers in this unit?

-3 ~2 -1 c +1 +2 +3

very no effect very
detrimental helpful
7. How has VUIP made you £eel aboui your abilityv to deal with

situations like those discusesed?

-3 -2 -1 (4] +1 +2 +3
much less no effect much mere
conmfortable comfortable

8. Would you recommend that the Army have all units go through this
program in its current form?

-3 -2 -1 e +1 +2 +3
definitely no definitely
not opinion yes

9. Do you feel that your knowlsdge of leadership principles for
handling common problems has increased or decreased since you took
part in VUTP?

-3 -2 -1 0 +1 +2 +3
greatly no effect greatly
decreasel increased




10. Please list up to 5 leadership principles that vou learned
during VUTP that you 4id not know before:

1.

2.

11. Do you fe2l that you now know more about the different views --
and experiences of others in handling these leadérship problems?

-3 -2 -1 0 +1 +2 +3
I know 1 xnow nsither 1 know
much less more nor less mich more

12. Do you feel that you now know more about conducting digcussion
groups which lead to sharing of viaws and consensus then you did

before?
-3 -2 -1 0 +1 +2 +3
1 know I kXncw neither 1 know
much less more nor less much more

13. Please list three (3) things you know about leading a group
discusesion that you did not know before:

. - 1




14. Please indicate how useful or detrimental participation in VUTP

is for each of the following:

: very

N detri-

mental
a) Yourself personally -3
b) Company commanders -3
¢c) Piryrst Sergeants -3
d) Platoon Leaders -3
@) Flatoon Sergeants -3
£} Squad Leaders -3
g) Tsam Leaders -3

15. How 4o you think VUTP will affect the
members to 0 each uf the following in the

will
greatly
hinder
a) deal with problems -3
similar tc those we have
discusaed
b) come up with a cormon -3
approach to solving
problems
c) honestly discuss or air -3
Cifferent opinions about
how to solve problems
4) come up with effective -3
solutions for problems
e) worx together in & -3

coordinated fashio:s

-2

-1
-1
~1
-1
-1
-X
-1

ability of your unitc

future:
=1 o
-1 0
-1 0
-1 c
-1 8]

impact

QOOO0O0O0

no
inpact

<)
+]
+1
+)
+1
+1
+1

+]

+1

+1

+1

+1

+2
+2
+2
+2
+2
+2
+2

+2

+2

42

+2

+2

- very
useful

+3
+3
+3
+3
+3
+3
+3

will
greatly
help

+3

+3

+3

atutf o,
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16. How did each of the following impact on the effectivenesas of
training in the module “Verbal Abuse™?

- ‘ greatly greatly
- detracted added
- from effec- no to effec-
tiveness impact tiveness
Film content -3 -2 -1 0 +1 +2 +3
Feedback provided on film -3 -2 -1 0 +1 +2 +3
Group discussion leader -3 -2 -1 0 +1 +2 +3
Discussion by pecrs -3 -2 -1 0 +1 +2 +3
Focus on piatoon leader jobs +3 -2 -1 c +1 +2 +3

17. How did each of the foliowing impact on the effectiveness of
training in the module “"Moderate Insubordination®?

greatly greatly
detracted added
from effec~ no to effec~
tiveness impact tiveness
Film content -3 -2 -1 0 +1 +2 +3
Feedback provided on film -3 -2 -1 o +1 +2 +3
Group discussion leader -3 -2 -1 o +1 +2 +3
Discussion by peers ~3 -2 ~1 0 +1 +2 +3
Focus on platoon leader jobs =3 -2 -1 0 +1 +2 +3

18. How did each cf the following impact on the effectiveness of
tr2ining in the module “Performance Counseling™?

greatly greatly
detracted added
from effec- no to effec-
tiveness impact tiveness
Pilm content -3 -2 ~1 0 +1 +2 +3
Feedback provided on film ~3 -2 -1 o +1 +2 +3
Group discussion leader -3 -2 -3 0 +1 +2 +3
Discussion by peers =3 -2 -1 o +1 +2 +3
Focus on platoon leader jobs <3 -2 -1 0 +1 +2 +3
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19.

a._irhe pace---Low quickly you go through it.
YES NO

If yes, how?

b. RNumber of participants.

YES __NO

———

If yes, how?

c. Who is inciuded 3z =2 trainee in a session.

YES NO

If yes, how?

d. Topics covered in a training session.

YES __No

—————

If yes, how?

YES __.NO

Please indicate those ureas where VUTP should be aitered to
improve its effectiveness.

Manner that grouvp leader conducts discussions.

'@y
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f£. Amount of time spent in training.

YES NO

1€ yes, nhow? :

g. The presence of an "outsider”
the company-

YES NO

1£ yes, how?

h. Any other luggestiona/commenta?

20. To wha

not
at
all
a. You felt free to offer 1
your own opinion?
b. Your opinion was considered 1
py the group?
c. The group discuseion focused 1
on the problem at nand (not
poroonalitiea)?
4. You understood the cpinions 1

o€ paople who differed from you?

=7

(civilian

[ 2

trainer) to work with

t extuent were discussions in your group led

L o
SOME
extent

3

go that:
t0o @&
¢reat
extent
4 =
4 5
4 5
) 5

Ll et sadd



not to to a ~

at some great »
all extent extent

€. Gr&up sosutions represented 1 2 3 4 5

the majority opinion?

¢. All wnembeirs shared their views? 1 2 3 4 5 ’

21. ¥vhat 10 you think are the four most likely outcomes of
participaticn in VUTP? (Please check the 4 most likely outcomes.)

more cohesion in unie »

less cohesion in unit ﬂ
_ no impact on cohesion ‘
more empathy for leaders
more critical of leaders
no impact on feelings toward leaders ) 3
better unit leadership »
worse unit leadership ﬂ
no impact on guality of unit leaderahip
more effective unit functioning

less effective unit functicning

no impact on unit functioning

Nt

T

22. wWhat is your company?

3/60 1IN ]
2/4 Attack Helicopter )
2/23 1IN
4/23 1IN

a.

U
e
- oty

c.
d.

wOHnNw
|

23, What is your position in the company?

___company commander
___first sergeant
___platoon leader
___plaztoon sergeant
__team leadar
___e#0uti leader
» ¢

24. How long have you peen with this company? __ months

months

£5. How long have you beea in your current posiition?

26. Have you nad any other courses which cover tcpics similar tc
this one? . YES NO

If 80, how many?

“’
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Aimah aun S S

The VUTP questionnaire war designed to support the objectives of the
pilot evaluation: (1) is VUTP needed b Army leulers at the company level?;
(2) do those who par“icipate in VUTP consider it qood training?; (3) Go they
derive perconal benuIits and do they fvel thst their units will banefit?; and
(4) Do they have suggestiors for how to improve VUTP?

The 64 qQuestions in U.e Qquestionnaire oddressed these four areass.
BEowever, we were not sure how wany dimengsions we had tapped within each of
them, This type of exploration is beat done via a factor analysis of the
guestions within each of the four areas plus the questions about the
characteyiktics of the participants themselves.

The: need for VUTP training. There were nine questions about the
peed/appropristeness of VUTP training. 7Two guestions--how many similar course
participents had taken previously and whether they would recommend VUTP for
&1l Arey units--were kept geparated, The remaining seven questions dealt with
whether the respondents' felt that VUTP training was relevant for various
types of lsadzrs in a unit ({.s., the respondent himself, company commanders,
first sergeantu, platoon leaders, platoon gergeants, sguad leaders and tean
leaders). These seven Questions were gubjected ¢to a factor analysis to
determine whethexr they formed more than one scale, The results of that
analysis (i.e., the guestions which locaded or the factors and the size of the
iczfinge obtained) can be gseen in Table D1, below,

Table D1
Relevance of VUT? Training for Company lLeaders

Question

Rumbey Description Loading
Vde VU1IP is a)propriate for PL Sgts 92
14c YUTy is appropriate for 1Sgts .88
144 VUT+ is uppropriate for Pl Ldrs -R8
14f VUTE is appropirietc £or £qd4 LArs «87
14b VUTP is appropriate for Co Cmdrs «B1
e . ‘VUTP is appropriste fcr you-pergsonally .74
149 VUTP is &ppropriate for Tean ldrxs .73

The factor analysis of the meven “appropriateness”™ quegstions yielded one
factor: “appropristeness of VUT? training for unit leaders.” All meven of
the questioms had at least & .70 loading on this factor indicating that they
are gll gocd mearures of this concept.

The VUTP experience. The questions about the VUTP experience wers
Givided {nt~ twun groupg which were then subjecrtred to factor analyses. The
firet group of 19 guestions yielded four fecicrz: (V) verbal abuse/moderate
insabordination film and discusg‘on, (z) performance counseling film and
discussion, {3) foccus on the platoon leader's job, and (4) deqree of agreement

hbtndi Annpioess
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smong participants on how to handle the *problams™ presented in the filas,

Only one item, Yextent of agrecment with the computer®™ failed to show & strong ®
loeding or a single factor. Since 1t losded two factors et the .50 level 1%

wae judged tu be ambiguous snd was eliminated. The items which loaded these

four factors and the aize of cthose loedings can be seen in Teble D2, below.

Teble D2 ®
Fuctor Loedings for the "Verbal Abuse/Moderate Insubordination
Scenario and Discussjon™ Scale
Question
Rumber Description Losding s
174 Mod Insubordination Peer Discuszion .80
17b Hod Insubordination Scengrio Feedback .16
16 Verbal Abuse Scenario Feedback . T5
17a Mod Insubordinetion Film Content .75
168 Verbazl Abuse Scenario Content ST ®
17e ¥od Insubordinstion Group Discussion Ldr .73 '
16¢c Verbal Abuse Group Discussion Leader .70
16d Verbal Abuse Peer Discussion .64
»
Table D3
Factor Loedings for the "Performance Counaseling Scenario and
Discuasion®” Scale
L4
Question
_Number Description Loeding
18a Ferformance Counseling Scenario Content .85 1
18d Performance Counseling Peer Discussicn .83
18b Performance Counseling Film Feedback .82 »
19¢c Performence Counseling Greup Disc, Ldr .78 i ]
1
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Teble DA
Factor Loading for the "Platoon Leader's Job" acale

Question
_Number Description _ loading
17e Focus on Pl Ldrs’' Job -~ Mod Insubordinvc.ion .87
18e Focus on Pl Ldrs' Job - Performance Cc.1seling .80
16e Focus on Pl Ldra' Job - Verbal Abuse <75
Table D5

Factor Loadings for the “Agreement with Peera™ scale

Question
dumber Descripiion Ioading
3a Agreement with Peers' Solutions ~ Verbal Abuse .80
3¢ Agreement with Peers' Solutions ~ Peer Counseling <75
3b Agreement, with Peers' lolutions - Moderate 59
Insubordination

Six questions were asked about the general nature of the diacussions.
They were: {1} the extent participants felt free to give their opinions, (2)
the extent they felt their opinions were consf{dered, (3) the extent they felt
the group focused on the task st hand, (&) the extent members shared their
views, (5) the extent they felt tha groun solutions represented the majority
view, and (6) the extent to which members understood different opinions.
Factor snalysis of these six questions yielded one factor: "the nature of the
discussicn.” The losdingas of each of these questions on the nature of the
discussion factor can be seen in Tabie D6 below.

Table D6

Factor Loadings for the ™Nature of the Discussion™ Scale ?

Question e P
Number Description Loading -

20c Tne group remains focused on the task 91

20d Members understond different opinions .86

20a Free to give their opinions .85

20p Their opinions were considerea .03 s P

20e Solutions represented the majority views T4 -

20f Members shared their views .60
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Individual ard unit benefits from VUTP. The sixteen questions which

dealt with individual snd unit benefits were divided into three groups:

(1) personal benefits, (2) VUTP impact on the wnits' working reletions, and
(3} general unit benefits from VUTP. Eech of these three groups was then
sudbjected to separate factor amalyses,

The six "individual benefit®™ questions yielded a single factor:
"peracnal benefits from VUTP." The loadings for esch of the six questions on
this factor are shown in Table D7 bzlow,

Table D7
Factor Loading for *Personal Benefits from Participation in VUTP
Scales

Questicn
Number Description Loading
7 VUTP helps participants handle similar situatiéne .87
S YUTP increases knowledge of leadership principles .85
12 VUTP increases participant'as sbility to lead discusaions .84
] Extent particinantas liked VUTP .84
§ Extent VUTP was & good invesiment of participanis’ time T8
1 Extent VUTP firncreased knowledge of different viewpoints .73

Since all six questions showed substantis' loadings on this factor, they were
all considered good measures of the conce,t and retsined in the resulting scale.

Seven questions were asked sbout how VUTP would improve the working
relstions smong compsny leaders. The factor analysis of these questions
yicldad 2 2ingle factor: ™unit working relstiona.® The size of the loadings
for each of these questions can be seen 4n Table DB beiow.

Table D8
Factor Loadings for ®"Unit Working Relationa™ scale

Question

N¥umber Description Loading
15d VUTP will help unit find good solutions to probleme .89
15¢  VUTP will help unit coordinate actions .88
1€a  VUTP will help unit desl with zimilar problens .88
1°™  VUTP will help unit generate ocommon wppisachis _R&
;. VUTP will help unit air differences of opinions .85

: VUTP will have a positive impact on the unit .82

" VUTP will help working relations smong unit leaders ,€3
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