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| SUBJECT: The Character Guidance Program

FROBLEM. - To determine the most effective approach ‘in
realizing the present’ objectlves of the Character
Guidance Program. '

ASSUMPTIONS. -~ That the obgectlvas of the program are
not being reached.-

FACTS BEARING ON THE FROBLEM. -

@. Generally, the Character Guidance Program is devised
to assist the commander in promoting morale, a
healthy moral and mental attitude on the part
of personnel under his command and epecifically,
to develop in the individual a spirit of service,
an awareness of individual moral responsibility

- and a recognition of obligations and opportuni-
ties inherent in the militery service. (Annex A)

~b. Regulations prescribe that character guidance instruetion-

will consist of a minimum of seven hours during the
period of basic training and two hours a month in
units whenever the training situation permits as
determined by the local commander. (Annex A)

DISCUSSION. -
g, The factors that underline the problem of condltloning

army personnel to & healthy moral and mental at-
titude are psychological factors. The discrepancy

between the wide scope of the program and the paucity

of prescribed instruction makes the employnent of
educational techniques capable of meximum impact with -
minimum presentation essential. In no field doss
psychology, as an spplled sclilence, have as much ap-
plication as it does in those educationsl processes
required to meet such a situation. (Annex B)

b. While problems of morale khave been pondered by militery
- men Ffor hundreds of years, they remain basically
psychological problems, Psychologiste can apply to
these problems their technical know how and their
ability to obtain information, whlch is now not
available. (Annex B, Tab A)

CONCLUSIONS. -
B That the factors that underline character guidance are
problems in human behavior, therefore, psychologi-

cal factors..

b, That any effective.approach to the Character Guidance Pro~
gram must be studied and scientific.
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6, PUBLIC RELATION ASPECTS. -

a. Proposed action is of current interest; its pudlication
will not violate security and the releass will
have no adverse effect én troop or public rela-
tions. (Annex C)

b. Recomiend that information on proposed action be re-
leased to troops and the public,

7. ACTICN RECOMSENDED. - That the Department of the Army Guid-
ance Council adopt the technijues of applied psychology
in the approach to the Character Guidance Program.

LR .

GERALD C. SCLA, JR.
 Captain, Infantry

ANTEXES: A - Army Regulations 15-120, 28 July 1950,
' Character Guidance
B - Discusszion
C - Public Relation Aspecics
X - Bibliography
CONCURRENCES: (Cmitted)

KONCONCURRENCES: (Omitted)

CONSIDERATION OF NONCONCURRENCES: {Omitted)
ANNEXES ADDED: (Omitted)

ACTION BY APPROVING AUTHORITY:

Date:_

Approved (disapproved), including (excluding) exceptions.
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*AR 15-120
ARMY Rmm‘rmns} DEPARTMENT OF THE ARMY
No. 15-120 WasHEINaTONR 25, D, C, 28 July 1950

BOARDS, COMMISSIONS, AND COMMITTEES
CHARACTER GUIDANCE

Paragraph
Sectron I DEPARTMENT OF THE ARMY CHARACTER QUIDANCE
COUNCIL, .
Establishment e 1
Composition — — P 2
Frequeney of meetings . _ . ______ 3
Funciions —_— 4
II. COMMAND CHARACTER GUIDANCE COUNCILS.

Establishment . 5
Compozgition and fumetlone.____________ T TTTTTTTT 6

Character Gnidance Council Report {Reports Control Symbol
CSGPA-89 (R1))__._______ _ - 7

Iil. CHARACTER GUIDANCE PROGRAM,

Purpoge_.________ ______ 8
Objectives_ e e el 9
Responsihitittes___.________ - — 10
Implemen_tation ___________________________________________ i1
Technical advisors_____ el 12
Trainieg ..________ _ — 13
Curricyla n leadership cOurses-....__..__..______L__--___..--..- 14

SECcTION I
DEPARTMENT OF THE ARMY
CHARACTHR GUIDANCE COUNCIL

1. Establishment,—The Department of the Army Chliaracter Guidance Councii
was established 8 August 1948,
2, Composition.—a, The following gre designated ns members of the Depart-
ment of the Army Character Guidance Councfi :
(1) Assistant Chief of Staff, 31 {Chairman),
{2) Assistant Chlef of Staff, G-3. ’
(8) Chief of Chaplaing, ’
{4} Chief of Information.
(6) The Adjutant General.
{8} The Inspector General,
(7) The Surgeon General,
{8) The Provost Marshal General,
(9) A Tepresentative, Office, Chief of Army Fleld Forces,
(10) A recorder, representative of The Adjutant General (withont vote).
b. In case of unavoidahble absetice, any member listed above will designate hig

[
*These regulations supersede AR 15-120, 30 Janwary 1950,
AGO 239B—Juiy 800864°- 50
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AR 15-120

CHARACTER GUIRANCE

Beorion 111
(UHARACTER GUIDANCE PROGRAM

8. Purpose.—The character guidance program has been devised to assist the
commander in promoting a healthy moral and mental attitude on the part of
the pergonnel under his cormmand, TUnder this program the Army will endeavor
to losure, so far as is possible under the conditions of military service, the con-
tinuanes of the wholesome influence of the home, the family, and the community.
The program is broad in ity application, positive in its approach, and embraces
all the activities of the soldier, Ii is designed to encourage the individual to
develop moral respongibility and self-discipline.

9, Objectives—«. Generally, the character guidance program ls intended to
develop high standards of personal conduct among members of the Army.

b, Specifically, the character guidance program aims to develop in the in-
dividual—

(1) A gpirit of service and a sense of pride in the proper perfermauce of
duty.

{2) An awareness of individual moral responsibilities.

(3) A recognition of the obligations and opportunities inherent in the miil-
tary service.

'10. Responsihbilities—Character guidance ia a command responsibility, in-
volving leadership, example, and the best possible program of supervised recrea-
tion, The ability to coordinate successfully all the means at his disposal to
encourage high standards of personal conduct I8 a mark of an efficlent com-
mander.,

11. Implementatmn.—-ln pursult of the objectives of the character guidance
program, commanders will—

. Inatill in military personnel an understanding ot the purposes of the char-
a(.tel‘ guidance program and an appreciation of thelr part in it.

b. Take a personzl interest in off-duty activities of military persennel and in-
gure the availability of a well-rounded program of religlows, edweational, and
recreational activities,

¢. Cooperafe with all agencies, clvilian and military, which may contribute to
the moral and social well-being of the goldier,

12, Technical advisors.—It is emphasized that the character guidance program
i. and must remain the responsibility of the commander. Certain staff officers,
by virtue of their specific fields of responsibility, are particularly well qualified
as &dvisors to the command and ecan be expeected {o contribute materlally to the
guccess of the program. Among these staff officers are the personnel officer, the
chaplain, the special services officer, the surgeon, the troop information and
edncation officer, the publie information officer, the inspector general, and the
provost marshal. Commanders are expected to call upon these staff officers for
technical advice and assistance within their respective fields.

13. Training.—Each commander will insure that all personnel are reached by
group instruction and by personal Interview on all matters that promote the
growth of character 1o basic and unit tralning. Frograms will contain sched-
uled periods of Instruction on basie precepts of citizenship and morality, This
instruction will consist of & minimum of 7 hours during the period of baslc
training and 2 hours a month in units whenever the training situation permits

AGO 2388 8
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- AINEX A - Army Regulations .15-120, 28 July 1950, Character Guidance .




< -

ANNEX B - Discussion

Approach to the Character Guidance Program

- &, In determining the most effective approach to the
Character Guidance Program the commander is confronted with
its wide scope, curtailed instruction periods, and the complex-
ity of coordination, the means at his disposal for its effec~
tive implementation.

b, A study of Aray Regulation 15-120, 8 July 1950 will
disclose the scope of the program, its purposes, objsctives,
implementation and the responsibility of the commander.

Means at the Comaander's Disposal for Implementation,

a. The means at the commander's disposal for its effec-
tive implementation are a skillful approach, the effective
utilization of the abilities of his subordinates and morale
services., Certain staff officers, primarily the Chaplain, by
virtue of their specific fields can be of amssistance. However,
the company commander remsins the mainstay of any unit prdgram
‘representing, as he does, the army grass roots, HNany of today's
company grade officers and non-commissioned officers are young
and inexperienced in handling men. Problems that represent a
crisis to the individual soldier are given only lip service by
his superiors and there is no genuine interest in the welfare
of the man. The soldier is rendered frustrated and desperate;

a picture of character guidance in reverse. There is no con-
ception on the part of the man'’s superiors of the fact that pre-
vention of maladjustments of the soldier to army life lies pri-
marily in their hands. They are also unawara that emotions direct-
ed initially towards an individual may be iransferred to the an~-
tire group to which that individual belongs.

b, People who handle weapons spend considerable time study-
ing the characteristics of those weapons., This is obviously nec-
essary if the user desires maximum performance at peak efficiency.
It is just as essential that those who handle men have a basic
krowledge, at least, of the science of human behavior.

-¢. The morale services are provided to assist the commander
ir caring for the personal needs or welfare of his men as indi-
viduals. Services provided are: Thas Army Postal Service, The Army
Exchange Service, the Chaplein's Service, Special Services, Rest
ard Leave Facilities, Welfare 3Services, Decorations and Awards,
Troop Information and Education, and Public Information. Morale
services, as such, contribute to fostering morale only to the ex-
tent of the skill of the commander in making them contribute to
this purpose. (Tab C)

Psychological Factors

a. The factors that underline the problems of conditioning
army personnel to a healthy moral and mental attitude are human
factors, therefore, psychological factors.

b. The laws governing the educational techniques and proc-
esses of applied psychology have been time tesied and proven ca--
pable of maximure impact with a modicum of presentation both in in-
dustry and in the armed services, It has been demonstrated that
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AKNEX B - Discussion (Cont'd)

attitudes can be changed by proper educational programs and that
arny effective program must contain scme of the psychological fac-
tors involved in handling and motivating men.

c. BExperiments with attitude scales sdministered before
and after troop exposure to scientifically prepared literature
and motion pictures have shown clear evidence of radical changes
in attitudes. Experiments have also shown that more effect was
produced when the appeal was emotional than when it was rational.
Tests also prove that if these emotions are directed initially
toward an individual, they may be transferred to the entire group
to which that 1nd1v1dua1 belongs. :

d. The psychological warfare branch of the armed services
believes that in the event of an emergency, an appreciable con-
tribution to the total effort can be made by deliberately influ-
encing the attitudes of the enemy by the application of psychology
to warfare. It cen be assumed that the atiitude of our own mili-
tary personnel can be influenced in like manner.

- Suppoerting Statistics

a. Statistics also support the assertion that the factors
that underline the conditioning of army persornmnel to a healthy
moral and mental ettitude are psychological factors. Figures for
the period 1942 - 1945 may be summarized roughly as followss Of
over 15,000,000 examined, 1,850,000, or 12%, were rejected for
personality or mental disorders. This constituted 38% of all re-
jections for all causes. Of 12,000,000 men snd women in the Army,
there were approximately 1,000,000 sdmissions to hospitals for
these same disorders. Over 6% of the total admissions for all
reasons. Three to four times as many were seen and itreated by
psychiatrists without admission to hospitals. 545,000 were sep-
arated from the service for mental and personality disorders, or
49% of all medical discharges, Of all these cases, very few were
psychotic or insane; 80% suffered from some type of psychoneurosis.
It is also interesting to note that, of the fotal manpewer the Army
receives, 8% are mentally unable to absorb basic training. Also,

that the "Third Army's AWOL rate for the gquarter ending 31 March
1554 was 136 per thousand and that this rate represented the lowest
rate since December 1951." (16-1)

- be The reason for these high psychoneurotic and AVCL rates
is that Army 1ife imposes certain resirictions on individuals,
These restrictions give rise to conflicts and frustrations on the
part of the soldier. This may lead to undesirable or even abnormal
forms of behavior. When a soldier encounters this state of affairs,
he becomes a liability to the Army. The nsychoneurotic and AWQOL
~casualty rates can be brought to a minimum by a guldance program
scientifically d931gned to mitigate the. 1mpact of Army env1ronmenta1
stresses,.

Psychologist Participating in Militery Problems

8. There are over 2,000 psychologists participating in mili-
tary problems; some are in uniform, scme are govermment emnployees,
and others are with civilian organizations and universitiss. More
tkan 1,000 soldiers who had previously had scme psychological train-
ing were given a special six months course on Perscomnel Psychology



ANNEX B - Discussion {Cont'd)

~under the Army Specielizsd Training Program. None of these
speciallsts are currently occupied in any phase of ihe Charac-
ter Guidance Program.

b. If the psycholoblsu is to serve his country, there is
nc more vital or needed field for hls sk111 than the Army's
Character Guidance Program.



TAB A, ANNEX B ~ Morale Defined

dorale is a mental and emotional state. This condition
or state applies to military personnel as individuals or
groups. Good morale is characterized by the spirit, confidence,
satisfaction, enthusiasm, cocperation, and the initiative with
which personnel perform any or all military tasks. The state
of morale is identified through outward human behavior.

Maximum military performance and an awareness of individual
woral responsibilities is attained only when the will or spirit
of each individual to perform his assigned tasks is brought to
its pesak. '



TAB B, ANNEX B ~ The Chaplain's Part in the Character Guldanca
‘Progrem

The Chaplain is charged with all matters pertaining to the
religious and moral 1life of the soldier., He serves as a friend
and counselor to all members of the commsand., He strives to pro-
mote religion, morals and morale. IHe interviews and advises re-
cruits coming into the service in matters pertaining to morals
and character, and counsels men who are in confinement or under
arrest when requested to by the individual concermed or the com-
mander. Regular visits are made to the sick in ths hospital and
to the men in confinement for such spirituval and welfare minis-
trations as ha may be able to give.

While the Chaplain should not be ass1gned staff responsibility
for the planning and supervision of the unit morale progrmm, he.
should be consulted for advice and asslstance._
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TAB C, ANNEX B - The Elements of the Character Guidance Program
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AWM ¢ - Public Information Check List

Will publication of the proposed action violate security?
No.

wnat adverse effects is the proposed action likely to pro-
duce? : ' ' :
Kone.

Will explanation within and outside the Army remove or
minimize these effects? '
ot applicable,

Will it be feasible and desirable to change the proposal
without sacrifice of principle? (Care must be. exercised

to ascure that basic principles are not sacrificed for the
sole purpose of gaining favorable troop or public reaction.)
Hot applicable. ' '

Is the end soughl worth the probable cost in terms of im-
pact?
Tes.

Has full consideration of all factors involved led to the
conviction that the proposal is correct and that the course
of action should be recommended without hesitation?

Yes.

What are your recommendations as to the advisability of re-

- leasing information on the proposed action? Proposed action

is of current interest; its publication will not violate
gsecurity and the releass will have no adverse effect on troop

_or public relations,
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