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An overriding concern for the dignity of the individual, institutionalized as the
Navy Human Goals Plan, has been one of the fundamental interests of Adm. Elmo
Zumwalt as Chief of Naval Operations. Unfortunately, the race relations segment of
this program—based on the identification and alteration of racist attitudes—has met
with considerable opposition and has not achieved its primary goal. A new approach
to the problem is needed, one aimed primarily at behavior rather than attitudes, and
one that, through an unemotional process, allows the rational manager to see the
contradiction between his leadership goals and his prejudice.

DEVELOPING AN ALTERNATIVE APPROACH
TO RACE RELATIONS EDUCATION:

Identifying Military Middle Management Resistance

A research paper prepared by

Liculenanl Commander Peter H. Cressy, U.S. Navy

Associate, Naval War College Department of

Advanced Research

and

Dr. Louis R. Destosses

On the 6th of August 1973, the Navy
Human Goals Plan became a formal
naval instruction with the force of law.
In a personalized sense it can be viewed
as an institutionalization of Admiral
Zumwalt’s manifest concern for human-
ism in the Navy. It is also a response to
the Department of Defense Human
Goals Credo which begins with an en-
compassing statement:

Cur nation was founded on the
principle that the individual has
infinite dignity and worth. The
Department of Defense, which
exists to keep the Nation secure
and at peace, must always be
guided by this principle. In all
that we do, we must show respect
for the serviceman, the service-
woman and the civilian employee,
recognizing their individual needs,
aspirations and capabilities.

The Human Coals Credo goes on to say
maore specifically that we strive: . .. to
make military and civilian service in the
Department of Defense a model of
equal opportunity for all regardless of
race, sex, creed or national origin, and
to hold those who do business with the
Department to full compliance with the
policy of equal employment oppor-
tunity.”* The Navy Human Goals Plan
responds to this challenge by making a
commitment: “To reemphasize the im-
portant role of middle management in
implementing policy and in giving
strength to the chain of command.'"?

It is important to note that the Equal
Employment Opportunity Act of 1973
strengthens the original act of 1946 and
requires that minority groups he propor-
tionally represented in all employment
categories. Complete commitment is re-
quired to the spirit of these laws if their
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intent is to be fulfilled within a rea-
sonable period of time. While prior
programs have substantially increased
awareness of the problem, the Human
Goals Program must move from this
base and provide a process which en-
courages commitment to the implemen-
tation of equal opportunity.

It is the intent of the authors to
present a rationale and design for an
alternative approach to race relations
education for the naval (military)
middle manager. Hopefully, this new
concept will capitalize on the success of
previous programs, but avoid any short-
comings. It is designed to encourage a
modification of behavior and prejudicial
attitude by building on the basically
sound values of the military officer. The
military middie manager is defined here
as one who is responsible for the imple-
mentation of policy. In this sense both
the senior noncommissioned officer and
senior commissioned officer are some-
times considered as middle managers.
Junior and middle-grade officers to the
06 level are considered, however, as the
bulk of middle management.

The middle manager is targeted for
particular concern because by definition
and practice he is charged with the
implementation of policy; and, further-
more, hecause affirmative action poli-
cies designed to ensure equal oppor-
tunity for all minorities are likely to be
successful only if they are supported by
middle management.

Evaluation of past programs is
presently being conducted by the Sys-
tems Development Corporation of Cali-
fornia. This research group is particu-
larly interested in the Executive and
UPWARDS seminars, programs which
are currently the major thrust of the
Navy's race trelations program. The
objectives of these seminars are essen-
tially two: first, to increase awareness of
individual and institutional racism;
second, to increase commitment to deal
with racism through affirmative action.

By 30 September 1973, 185,000 ES5

through 06 personnel had attended UP-
WARD or Executive seminars.® The
evaluation of the impact of these pro-
grams in terms of their goals is not yet
complete. In an interview with project
analysts, however, it was learned that
past efforts appear to have increased
somewhat the awareness of racism.?

At this point in the evaluation of
past programs, it is simply not possible
to demanstrate that the UPWARDS and
Executive seminars have significantly
increased commitment to deal affirma-
tively with racism.’ It is clear, however,
that past programs were not primarily
designed to provide skills for handling
racial problems.

Furthermore, the approach taken by
such programs has created a reaction
among much of middle management
which may have been counterproductive
to the human goals program. This re-
action may be typified by the words of
Adm. Hyman S. Rickover who said,

Can you imagine what these paid
vacations are doing to the readi-
ness of ships that are already
undermanned? The amateurish
programs enacted thus far by the
Navy have been poorly conceived,
poorly executed, are a joke in the
flaet and are inimical to building a
strong fighting force.

Sociological experimentation of
this nature, including group dy-
namics and sensitivity techniques,
must not he permitted.

A return to the more traditional
concepts of competence in doing
the job at hand, hard work, good
example, and commonsense rea-
sonableness, without sociologist
interplay, is what is needed.®

A survey (see figure 1) was con-
ducted at the Naval War College to
determine if the feelings expressed by
Admiral Rickover reflected those of the
Navy’s middle manager. The survey
utilized a Likert, six-point, forced
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choice format. It was administered to
the naval officers of the class of 1974 at
the War College. (The main thrust and
result of the survey will be briefly
reviewed.) Six statements {five included
here) about Admiral Rickover’s three

paragraphs comment were directed to
the respondents, asking them to indicate
their degree of agreement or disagree-
ment. Our review of the results here will
lump all degrees of agreement per-
centage for each category.

Statement 1: “Qverall this statement (Admiral Rickover's} concurs with my feelings about past

Navy efforts with Human Goals Programs,”

40 % {percents rounded) commanders/captains agreed

38 % lieutenant commanders/lieutenants agreed

45 % who had taken part in a race relations seminar agreed

37.6 % who had not taken part in a race relations seminar agreed
0 % under 30 years agreed; 49% between 30-34 years agreed

416 % between 35-39 years agreed; 47.5% over 40 years agreed

Statement 2: “Navy Human Goals programs have been ‘amateurish, poorly conceived and poorly

executed,

68.5 % commanders/captains agreed; 50% lieutenant commandersfiieutenants agreed
3] % who had taken part in a race relations seminar agreed

55 % who had not taken part in a race relations seminar agreed

30 % under 30 years agreed; 48% between 30-34 years agresd

66 % between 35-39 years agreed; 63% over 40 years agreed

Statement 3: 'Navy Human Goals programs are a ‘joke in the fleet.

36.5 % commanders/captains agreed; 38.5% lieutenant commanders/lieutenants agreed
41 % who had taken part in a race relations seminar agreed

305 % who had not taken part in a race relations seminar agreed

20 % under 30 years agreed; 45.5% between 30-34 years agreed

31.6 % between 35-39 years agreed; 42% over 40 years agreed

Statement 4: “Paragraph number 2 expresses my view. {‘Saciological experimentation.’}"

34 % commanders/captains agreed; 24% of lieutenant commanders/lieuienants agread
29 % who had taken part in a race relations seminar agreed

265 % who had not taken part in a race relations agreed

11 % under 30 years agreed; 26% between 30-34 years agreed

275 % between 35-39 years agreed; 22% over 40 years agreed

Statement 5: “Paragraph number 3 expresses my wview. (A return to more traditional

concepts . . .")"

65 % commanders/captains agreed; 56% lieutenant commanders/lieutenants agreed
b5 % who had taken part in a race relations seminar agreed

70 % who had not taken part in a race relations seminar agreed

50 % under 30 years agreed; 58% between 30-34 agreed

585 % between 356-39 years agreed; 63% aver 40 years agreed

Survey Results

148 naval officers respanded

57  were commanders or captains; 91 were lieutenant commanders or senior lieutenants
10 were less than 30 years of age; 47 were between 30 and 34 years

53  were between 35-39 years; 40 were older than 40 years

38 officers had taken part in a race relations seminar

60 officers had not taken part in a race relations seminar

Fig.—Naval War College Survey
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It can be argued that because naval
officers are selected for the War Coliege
they may not comprise a true random
sample. These authors are inclined to
argue, however, that in terms of atti-
tudes and reactions, War College atten-
dees are a representative sample of the
whole naval officer population of simi-
lar rank. We therefore believe the survey
accurately ‘represents a rather adverse
reaction to past efforts and is worthy of
note. This suggests that at least the
following points can be tentatively con-
cluded:

® That a larger percentage of naval
management has misgivings about past
programs, especially with the way they
were conducted. That senior officers
have more misgivings than junior offi-
cers. That older officers have more
misgivings than younger. That officers
who have actual experience in Navy race
relation programs have more misgivings
than those who do not.

® That most naval officers are not
against sociological efforts in the Navy.

# That most officers desire a return
to traditional concepts and values.

¢ That most officers tend to equate
Human Goals Programs to race relations
efforts.

It may be possible to identify five
probable causes for middle management
resistance to past race relations pro-
grams:

1. Some middle managers who
are aware of their racial prejudices fear
the potential exposure of their attitudes
in the group process; some simply resist
having the security of their prejudices
disturbed.

2. The middle manager, particu-
larly the officer, is uncomfortable in a
seemingly confronting and often emeo-
tional group progess which includes all
enlisted rates and officer ranks.

3. The group process employed
by some programs (UPWARD) often
involves the normal work group of the
participants. This tends to place the
reqular leaders (middle managers) of the

group in unfamiliar and unsettiing roles.

4. The middle manager perceives
these programs as a challenge to his
concept of leadership and as damaging
to ‘‘traditional’ Navy discipline. He is,
furthermore, reluctant to entertain a
process which may appear to suggest
abandoning what he helieves to be a
perscnally  successful leadership for-
mula.

5. The middle manager resists
these programs because he is not yet
convinced that a system exists which
will reward the leadership behavior pro-
posed by such programs.

Personal anxiety may be at the core
of the resistance of middle management
to race-relations education. Our first
three probable causes relate to this
concept. It is hypothesized that the
prejudiced middle manager is often
threatened by current programs and as a
result of raised anxieties can be ex-
pected to resist these programs.

The works of Rokeach, Adorno, and
others deal with the personal anxiety
experienced by prejudiced people.
Rokeach, in his book entitled The Open
and Closed Mind, develops the concept
of closedmindedness. He found a statis-
tically significant relationship between
this concept and anxiety.” His work
elaborated on that of Adorno, et al.
Adorno's several works analyzed the
relationghip between authoritarianism
and ethnocentrism. A high correlation
was found between them.? Rokeach
found that dogmatic or closedminded
(prejudiced) individuals were more
anxious and tended to have difficulty
dealing with new ideas. Rokeach's dog-
matic or closedminded individual is
similar to Adorno's authoritarian or
dogmatic individual with one notable
exception. Rokeach's concepts deal
with individuals of all political persua-
sions. Adorno’s original concept dealt
only with the right and particularly with
the anti-Semitic Fascist.

The group process format of past
Navy programs has tended to border on
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confrontation. A critical variable in this
seems to have been the attitude of the
facilitators.” Some facilitators direct
their efforts toward making each partici-
pant ‘“deal with"” or “own up’’ to his
prejudice. This environment of exposure
is not comfortable for the anxicus or
threatened individual. He may well
“own up” to his prejudices, but that is
no insurance that he will alter or control
them. Programs which are perceived as
confronting may well be restricting their
success by turning off that participant
who is most in need of the program.

Dr. James Thomas—a black re-
searcher instrumental in the Army's
efforts in race relations—said in an
interview that the Army believes it has
come upon evidence of an actual
hardening of prejudical attitudes after
training. He theorized that those per-
sons who were openminded may have
benefited from the training, while those
who were closedminded or dogmatic
may well have become more so.” Thig
kind of thinking tends to be supported
by the work of Howland, Janis, and
Kelly, whose extensive studies led them
to state: “when the {emotion arousing)
communication ¢ontains no reassurance
or immediate way of obtaining re-
assurance then the emotional reaction
may lead either to avoidance of thinking
about the communication or tc mini-
mization of the importance of the com-
munication."!

The anxious individual, therefore,
can be expected to raise his defensive
barriers and block confrenting com-
munication in a group process which

*These facilitators, however sincere, are
perceived by many officers as unprepared to
handle a group process dealing with such
intense subjects asracism and prejudice, They
are the products of a 4-week Navy school and
do not always have any prior relevant back-
ground. Informal interviews conducted at the
Naval War College suggest strongly that facili-
tator eredentials may have increased skep-
ticism about these programs among the offi-
cer corps,

threatens exposure of certain deep-
seated personality traits.

For the closedminded or anxious
middle manager, a group process which
deals with racism and prejudice within
his immediate work group becomes an
ordeal. The patterns of relationships and
leadership hierarchy which are de-
veloped over time are difficult to main-
tain. A group process which appears to
impinge on these relationships is bound
to be threatening to the manager. The
recent work of D.J. Hanson and A.M.
Bush supports this notion. Their studies,
reported in the Psychological Reports,
showed that anxiety created by situa-
tional threat increased closedminded-

ness.!!
This is important because it suggests
that even those officers who are

normally openminded may tend to
become closedminded when placed in
awkward or threatening situations.
When the participants of a group
process are of the same family work
group, the normal manager or leader of
that group is in a new and threatening
situation. This kind of confronting
process might work with groups formed
voluntarily and dedicated to solving
problems of reasonable proportions.
However, when these problems are
buried deep inside the individual, when
these problems relate to basic belief
systems, and where these problems are
obscured by an overlay of emotion, the
confronting atmosphere of a family
work group is not the answer. Aware-
ness of the problem may be increased,
but an increased commitment to deal
with it is not a likely outcome.

Qur first three probable causes have
dealt with the relationship of anxiety
and resistance created by threatening
situations. It has also been suggested
that the prejudiced person is likely to be
anxious and resistant. Before proceeding
to our final two probable causes, a short
discussion of some of the characteristics
often exhibited by the prejudiced per-
sonality is appropriate here.
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A variety of terms has been used to
describe the prejudiced personality.
These terms—cdogmatic, authoeritarian,
closedminded—though not precisely
synonymous may be considered so for
our purposes. Sanford’s view of the
authoritarian is usefully summarized
into subparts. They are:

® (Conventionalism. Rigid ad-
herence to conventional middle-class
values.

e Authoritarian Submission. Sub-
mission, uncritical attitude toward ideal-
ized moral authorities of the in-group.

& Authoritarian Aggression.
Tendency to condemn, reject, and
punish people who violate conventional
values,

® Anti-intraception. Opposition
to the subjective, the imaginative, the
tenderminded.

® Superstition and Stereotype.
The disposition to think in rigid cate-
gories.

® Power and Toughness. Preoccu-
pation with the dominance-submission,
strong-weak, leader-follower dimension,

® Destructiveness and Cynicism,

® Projectivity. The projection
outward of unconscious emotional im-
pulses.

® Sex. Exaggerated concern with
sexual '‘goings on,”’ and punitiveness
toward violations of sex mores.'?

An educational effort in an academic
nonthreatening environment which
focuses on these personality characteris-
tics might allow a useful process of
internalization to ensue, Such a process
should lead the middle manager to a
better understanding of the specific
components of his personal prejudices.
Better understanding should help allay
anxiety and thereby reduce his resist-
ance to dealing with prejudice.

Two final causes for middle manage-
ment resistance are cited here as existing
in the unwillingness of military leaders
to abandon the values and behavior of a
leadership style which they perceive as
(1) successful and as (2) rewarded.

The results of the survey conducted
at the Naval War College showed that 65
percent of the senior officers and 56
percent of the junior officers polled
agreed with Admiral Rickover's state-
ment that, “A return to the more
traditional concepts of competence in
doing the job at hand, hard work, good
example, and commonsense reasonable-
ness, without sociclogist interplay, is
what is needed.”

The Hicks congressional sub-
committee report lends further support
to this interpretation of middle manage-
ment resistance. It stated as a finding,

.. . obviously there has not been
any removal of the tools to main-
tain discipline aboard ship or any-
where else in the Navy, but the
attitude toward the use of such
tools has changed.

The change in part has been oc-
casioned by the use of minority
affairs representatives, human re-
lations councils and human re-
sources staffs which too fre-
quently bypass the chain of com-
mand.!?

The naval officer has an ingrained
leadership value system which has been
identified in two independent studies,
one by G.W. England (University of
Minnesota)'* and a second by A.L.
Wermuth (center for Advanced Studies
and Analysis).!® Programs which tam-
per with a value system so pertinent to a
manager's daily life are bound to raise
resistance. Recently a visiting consultant
at the Naval War College asked a class of
senior students “what would you say if
[ told you I intended to show you how
to lead!” One of the printable responses
was “incredible.”'® Effective leadership
behavior is for some learned at great
personal cost. Attempts to change it can
expect to meet with resistance.

To be effective, a race relations
education program must be perceived
not as threatening to but as relevant to
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leadership concepts. G.W. England, in
his studies of naval officers’ values, cites
decisionmaking ability as one of those
traits most valued by naval officers.
Commitment to dealing constructively
with prejudice might therefore be in-
creased by associating it with being an
effective decisionmaker. Rokeach’s con-
cept of belief systems offers an excel-
lent way for middle management to
recognize the potential detriment of
prejudice to good decisionmaking.
Rokeach asks rhetorically, “If we knew
something about the way a person
believes, is it possible to predict how he
will go about solving problems that have
nothing to do with his ideology?”’'”
Although Rckeach straightforwardly
criticizes certain methodological short-
comings of some of the findings cited in
The Authoritarian Personality, he mani-
fests considerable agreement on findings
which pertain to the dynamics of de-
cisionmaking. In referring to the
Adorno effort he states:
...some major findings that
cotne out of such studies are that
persons who are high in ethnic
prejudice and/or authoritarianism,
as compared with persons who are
low, are more rigid in their prob-
lem-solving behavior, more con-
crete in their thinking, and more
narrow in their grasp of a particu-
lar subject; they also have a
greater tendency to premature
closure in their perceptual proc-
esses and to distortions in
memoty, and a greater tendency
to be intolerant of ambiguity.'®
In a variety of experiments con-
ducted to measure perceptual synthesis,
Rokeach found considerable support for
the hypothesis that prejudiced or
closedminded persons have more diffi-
culties in certain kinds of decision-
making or problemsolving situations
than do unprejudiced openminded in-
dividuals." ®
These are vital points because they
suggest that an effective race relations

education program should deal with the
dynamics of decisionmaking. The be-
havior (decisions) of the prejudiced
manager is likely to be made discrimina-
tory by virtue of the decisionmaking
process he uses. It is precisely this sort
of behavior that race relations education
is designed to control. To be effective,
an alternative approach must deal with
the dynamics of decisionmaking. In-
deed, to ensure effectiveness, an alterna-
tive approach to race relations educa-
tion should be made relevant to as many
leadership values as possible.

Relevancy is not, however, encugh.
Behavior modification is not likely to
occur without the impetus of reward.
Rudolph Winston of Harvard Business
School (Dr. Winston is black and has
done work in race relations for the U.S.
Army) discussed at length in an inter-
view at the Naval War College the
relationship of reward to behavior
change. He concluded his comments by
saying emphatically 'reward for change
must be evident if change is to take
place.””? Dr. Wendy Wyatt, behavioral
consultant for Associates for Human
Resources, Inc., stated recently that her
experience both in industry and in the
military indicates that change is likely
to occur only when the reward-punish-
ment system is perceived as encouraging
change.?? The well known Porter and
Lawler Model, which relates reward and
the perceived probability of reward to
performance, gives added credence to
this concept.??

Naval officers do not yet perceive
that the “system” will reward human
geals oriented behavior. Officer detailers
at the Bureau of Naval Personnel gener-
ally do not encourage line officers to
take human resource development bil-
lets unless they want to “‘take a chance
with their careers.” Senior officers as-
sociated with field activities known in
the past as HRMC’s (Human Resource
Management Centers) have been requ-
larly passed over for the next rank while
in such billets or prior to assignment to
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such billets. The rear admiral selection
board just concluded did not nominate
for the rank anyone with a specialty in
the human resource management fieid.
While no doubt justifiable on the basis
of normal selection criteria, these ac-
tions are nonetheless often perceived as
a failure of the system to reward con-
cern in this field.

A race relations education program
cannot, of course, ensure the middle
manager that he will be rewarded for
affirmative action. That is the purview
of the military hierarchy. An education
program might, however, succeed in
relating concern for race relations to
those leadership and management traits
which the middle manager already per-
ceived as being rewarded. This parallels
and reenforces our efforts to make race
relations education relevant to leader-
ship.

We know, for example, from Wer-
muth's efforts that the naval officer
values organizational and battle ef-
ficiency.?® He is assumed to perceive
reward for attaining such efficiency. A
program designed to demonstrate that
race relations education is relevant to
organizational efficiency should capture
the attention of the military middle
manager. Modern behavioral literature
on the organization lends support to
such efforts to relate prejudice to low
personal achievement and contribution
within the organization. Professor David
C. McCleliand, a well known organiza-
tional psycholagist, has said, "*data show
that lower-class Negro-Americans have a
very low level of achievement need
{n-ACH). This is not surprising. Society
has systematically discouraged and
blocked their achievement striving.”?*

Professor David Bowers of the Uni-
versity of Michigan has made a related
observation based on his research, “A
management system which denies him
(the individual) influence, appreciation,
respect and confidence diminishes his
motivation to be a contributing member
of the organization.”?*

Hopefully, a rationale of this sort
will cause the middle manager to relate
his leadership value system to the re-
ward system in a manner which will
reduce resistance to race relations edu-
cation,

This paper has thus far examined
some of the probable causes of middle
management resistance to past race rela-
tions programs. It turns now to describe
briefly what an alternative program
might be.

The objectives of an alternative race
relations program must, of course, be
compatible with the Navy Human Goals
Plan. That is, they must contribute to
the determination of the Navy “to
ensure equal oppportunity in the Navy
by making prejudice of any kind an
unacceptable practice and to identify
and eliminate individual and institu-
tional racism.” More specifically, the
education considered here will be tar-
geted at the middle management popu-
lation of the Navy. This population can
be considered to be rationally versus
emotionally oriented. The alternative
approach would be based on an educa-
tional framework designed to avoid
initial anxiety arousal. It would attempt
to control communication avoidance
and to maintain relevancy.

Every effort would be made to relate
the entire process to the present value
system of middle management and,
hopefully, by extended logic to the
perceived reward system. In this sense
the program is not designed to alter
present leadership values. It is designed
rather to utilize those values to en-
courage both a hehavioral and an atti-
tudinal moedification. The unemotional
approach of the process allows the
raticnally oriented manager to see the
contradiction between his leadership
values and his prejudical attitudes. This
will hopefully lead to a modification of
those attitudes. The practical case study
aspect of the process should allow the
manager to experiment with new be-
havior and relate it to the reward
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system. It should, at the very least,
increase his confidence in dealing with
racial problems and thus encourage a
modification of behavior.

This paper wishes to avoid the debate
of whether a race relations education
program should be designed to alter
attitude or behavior. Morally, one might
wish that attitudes be changed; prag-
maticatly, changing behavior may be
more feasible if only because it is more
visible and measurable and therefore
more sukbject to the reward system. C.A.
Insko in concluding his comprehensive
wotk Theories of Attitude Change for
the Century Psychology series, states,
after an extensive review of the litera-
ture:

...from the present vantage
point the most glaring weakness
of contemporary theorizing is the
lack of emphasis upon the relation
between attitudes and behavior. A
different approach to the relation
between attitude and behavior is
to concentrate not on behavior
change following attitude change
but on attitude change following
behavior change.?®

Both for practical and theoretical
reasons then, this paper suggests that an
alternative approach to race relations
should strive for both behavior and
attitude modification and not just atti-
tude changes.

An educational process designed to
alleviate racism must deal with both the
personal and societal aspects of preju-
dice. Simpson and Yinger give credence
to this approach in their well-known
work Racial and Cultural Minorities: an
Analysis of Prejudice and Discrimina-
tion. They regard prejudice as a com-
plex phenomenon resulting from various
societal structures and cultural norms.
By this reasoning, situational, cultural,
and personality inputs can be said to
affect the learning and expression of
intolerance.?”

Rokeach also establishes the distinc-
tion between two kinds of prejudice, (1)

that which results as an aspect of the
personality trait closedmindedness and
{2) that which is a matter of social and
cultural norm.?® G.W. Allport breaks
down the dynamics of prejudice into a
variety of societal and personality fac-
tors with special emphasis on the power
of the group.2® In a more specific but
similar vein, Professor J.C. Brigham, in
recently discussing one important
dimension of ethnic prejudice (stereo-
typing), cited two causes for stereo-
typing and two potential cures. First,
stereotypes are sometimes based on
conformity and should be cured by
reality-oriented education. Second,
stereotypes are alsc based on ego de-
fenge functions or personality and may
be cured by insight.>°®

Once the bases of racism—personal
and societal prejudice—have been
presented in an intellectual and relevant
manner, the specifics of institutional
and individual racism will be dealt with.
Racism is often rationalized away on
the bases of educational or talent dif-
ferentials, To avoid this, our alternative
approach will first present a body of
carefully collected data which manifest
the reality of racism in the Navy.
Secondly, the dynamics of racism will
be dealt with in the classic forms of
position, influence, and power denial.
Thirdly, the manifestations and habits
of racism such as avoidance, address,
and assumption will be considered.

With the intellectual approach com-
plete, the middle manager will then be
given an opportunity to deal with the
problems of racism and equal oppor-
tunity through the case study method.
This method allows the individual to
compare his personal reactions with
those of his peers, to obtain feedback
relevant to his behavior, and to acquire
practice and confidence in dealing with
problems which involve race. Each case
will be formed on a critical incident
which has multiple complications and
implications. The cases are not designed
to scrutinize an officer’s values or atti-
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tudes. They are designed rather to allow
him to test his perceptions and behavior
against some model solution. The model
solution is not considered sacrosanct,
but it does give some basis for com-
parison.

In conjunction with the case study
method, a decisionmaking game de-
signed to be run under the pressure of
time and operational objectives is being
developed. The decision game at-
mosphere is established with some
competition in the environment to
ensure that the middle manager per-
sonally wrestles with the concepts and
difficulties of human-oriented manage-
ment that is also mission directed. The
congiderable involvement with peers
encouraged by this process should allow
for some confrontation of ideas, but a
controllable confrontation founded on a
substantial amount of academic back-
ground. Confrontation can thus be
resolved within some rational frame-

work.
The decision game is designed,
furthermore, to reward results. Results

would be measured both in terms of the
degree to which mission objectives are
met and the cost of the human resource
involved. A series of decisions would be
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called for in a buildup phase, an inci-
dent phase, and a postincident phase.
Each decision would have some bearing
upon follow-on situations.

The case study method and the
decision game are self-educational in
concept and are designed to give both
the junior and senior officer practice
with sensitive problems in a feedback
environment. It is a way of moving from
theory to application in a manner which
hopefully will increase a leader’s skill in
handling emotionally charged situations
and the change process itself, It should
at least increase awareness of the limits
of an individual's perception. In doing
this there is some hope that better
decisions will be made and fewer preju-
dices enacted into discrimination.

The administrators of the Human
Goals Program at the U,S. Naval War
College are attempting to mold this
suggestion for an alternative Approach
to Race Relations Education into the
overall Human Goals Program of the
Naval War College in a manner which
makes it compatible with the goals of
that institution. If this is accomplished,
an evaluaton of its effectiveness is
planned. Hopefully, an evaiuation will
suggest that the integrated process sug-
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gested here will be worthy of considera- deal primarily with the military middle
tion by other military institutions which manager or officer.

NOTES

1. U8, Office of Naval Operations, Navy Human Goals Plan QPNAVINST 5300.6
{Washington: 6 August 1973), p. 1[-6.

2. Ibid., p.1I-2.

3. 1bid.

4, Telephone interview with Edward Emerson, 21 January 1974.

5. Ibid.

6. Adm. H.G. Rickover quoted in '"Rickover Offers Ideas on Military Problems,” Navy
Times, 24 Qctober 1973, p. 18,

7. Milton Rokeach, The Open end Closed Mind (New York: Basic Books, 1970}, pp.
351-357,

8. T.W. Adorno, et al., The Authoritarian Personality {New York: Harper, 1950}, p. 279.

9. Interview with Dr. James Thomas, Washington, D.C.: 25 November 1973,

10, C.A. Insko, Theories of Attitude Change (New York: Appleton-Century-Crofts, 1967),
p. 35.

11. D.J. Hanson and A.M. Bush, "Anxiety and Dogmatism,'’ Psychological Reports, October
1971,

12. J.P. Kirscht and R.C. Dillehay, Dimensions of Authoritarianism: a Review of Research
and Theory {Lexington: University of Kentucky Press, 1967), p. 6.

13%. U.S. Congress, House, Report by Special Subcommittee on Disciplinary Problems in the
U.S. Navy, 92d Congress, 2d sess., 2 January 1973,

14. G.W. England, et al., Personal Value Systems and Their Relationship to Administrative
Benhavior Simulations and Perceptions of Organizational Effectiveness of Naval Officers
(Minneapolis: Center for the Study of Organizational Performance and Human Effectiveness,
University of Minnesota, January 1972), pp. 25-39.

15. A.L. Wermuth, The iasiitutional Values of the Navy (Falls Church, Va.: Center for
Advanced Studies and Analyses, 1973), pp. 51-56.

16. interview with Dr. Louis Desfosses, Naval War College, Newport, R.1.: 17 February

1974,
17. Rokeach, p. 7.
18, Ibid,, p. 16.

19, Ibid., pp. 267-269.
20. Interview with Dr. Rudolph Winston, Naval War College, Newport, R.1.: 22 January

21. Interview with Di. Wendy Wyatt, Naval War College, Newport, R.I.: 17 January 1974,

22. L.W. Porter and E.E. Lawler, Managerial Attitudes and Performance (Homewood, Ill.:
Trwin, 1968), p. 165.

25, Wermuth, p, 52.

24. D.C. McClelland, '"The Urge to Achieve,” Think Magazine, IBM 1966,

25. D.G. Bowers, System 4. The Ideas of Renis Likert (New York: Basic Book in Press}, p.

26. Insko, p. 348,

27. Kirscht and Dillehay, p. 87.

28. Rokeach, pp. 132-168.

29. G.W. Allport, The Nature of Prejudice (New York: Anchor Books, 1958), pp. 17-27.
30. J.C. Brighman, "Ethnic Stereotypes," Psychelogical Bulletin, July 1971,

Lo

There are, in every age, new errors to be rectified, and new
prejudices to be opposed.

Samuel Johnson: The Rambler, 12 January 1751

Published by U.S. Naval War College Digital Commons, 1974 11



	Naval War College Review
	1974

	Developing an Alternate Approach to Race Relations Education: Identifying Military Management Resistance
	Louis R. Desfosses
	Recommended Citation


	tmp.1529007881.pdf.kLrzO

