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12. | MPLEMENTI NG PCLI CY CHANGE | N LARGE ORGANI ZATI ONSt

| NTRODUCTI ON

What ever its formor content, any new policy that would all ow
acknow edged honobsexuals to serve in the U S nilitary would have to be
i npl enented in an organization that, |ike npbst organi zations, resists
changes in those structures, policies, and practices that have
contributed to their past success. Even though military organizations
are accustomrmed to rapid changes in technology and battle threats, they
are usually highly averse to social changes--that is, changes in their
traditions, custons, and culture (Builder, 1989).

In the case of allow ng acknow edged honbsexuals to serve in the
mlitary, the resistance to change touches not only on deeply held
attitudes but, for a large portion of the mlitary, on noral beliefs as
well. For nmany, it makes no difference if a service nmenber ever cones
in contact with an acknow edged honpbsexual: The change in policy itself
alters their perception of their organization in a fundanental way. (See
the chapter on mlitary opinion.)

Thi s chapter considers how such a policy mght be effectively
i mpl enented, in light of institutional culture, the current policy
context, and what the literature tells us about inplenenting policy
change in large organi zations. To do so, the chapter first describes
the inplenentation context, including the mlitary culture and the
current policy context. Then, it reviews factors that constrain and
support policy inplenmentation, including policy design, features of the
i mpl enentati on process, and the | ocal context for change. Draw ng upon
this literature review, the chapter ends with a discussion of how the
Armed Forces m ght nost successfully inplenent a new policy concerning

honmosexual s.

1This chapter was prepared by Gail L. Zellman, Joanna Zorn
Hei | brunn, Conrad Schm dt, and Carl Buil der
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| MPLEMENTATI ON CONTEXT

| mpl enentation as an area of study was born of a need to understand
why policy changes inmposed fromthe top often did not find their way to
the bottom of |arge organi zations, or if they did, why they resided
there in substantially altered form Moreover, organizations tend to
overwhel m i nnovati ons, emrergi ng unchanged from processes whose goal was
explicitly to change them These findings chall enged the assunptions
t hat organi zational change is a relatively straightforward process with
predi ct abl e out cones.

The literature on the inplenentation of innovations in |arge
organi zati ons focuses heavily on the introduction of technol ogical or
organi zati onal change (e.g., O Toole, 1989; Langbein and Kerw n, 1985
Prottas, 1984; WIns, 1982; Zetka, 1991; and Wl sh, 1991). To sone
extent, all change follows the sane process. But social change, which
i nherently involves nmuch nore deeply held attitudes about race,
religion, sexuality, or values, brings added conplexity to the change
process. Externally inmposed social change chal |l enges an organi zation
and its leadership to create a blueprint for change that considers the
institutional culture and incorporates useful inplenmentation theory
principles, a large neasure of |eadership, an understandi ng of the
extent to which previous experience applies, and a keen awareness of the
fears and limts of those at the bottom on whomthe success of policy

i mpl enentation ultinmately depends.

Mlitary Culture

The mlitary is viewed organi zationally as a hierarchical, rule-
driven institution. However, it is also an institution with a strong
culture and sense of itself in relation to the external social and
political environment. This cultural sense is sufficiently strong that
policies that seemat odds with it may neet considerabl e resistance,
fromthe top to the bottom of the hierarchy.

The American military is a web of organizational and partici pant
cultures at nany different levels, and including a participant culture
conprising the attitudes and val ues of the individuals who serve.

M litary subcul tures have been described by Builder (1989), who notes
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that mlitary organi zations and their suborgani zations (Arny, Ar Force,
Navy, and Marines) have distinctive cultures that have a significant
effect on the way the organi zati ons operate and react in a variety of
situations. Despite this variability across and within services, on

bal ance, the nmilitary can be described as an organi zation that is based
on a formal, hierarchical, and rule-driven structure, which val ues
efficiency, predictability, and stability in operations. This structure
is supported and reinforced by organi zational and participant cultures
that are conservative, rooted in history and tradition, based on group
loyalty and confornity, and oriented toward obedi ence to superiors. Any
policy change nust take place in that military environnent. Many
observers have noted that, to the extent that a conservative mlitary
organi zation values predictability and stability, it is inplicitly
averse to change and explicitly averse to change dictated from outside

t he organi zation (e.g., Builder, 1989).

Mlitaries have al ways seen thensel ves sonewhat apart fromthe
| arger societies that support themand that they are constituted to
protect. Part of the separateness stems fromthe mlitary mssion and
its burdens. But the Anerican nilitary has, during the Cold War, by its
rapi d rotati on of people through assignnents and posts and by its
substantial forward presence overseas, enhanced that separateness and
fostered a separate mlitary fanmly and society.

The denographic gap between the American military and the rest of
soci ety has been closing during the |ast decade with increasing nunbers
of two-career fanmilies and the decline of the “officer’'s wife” as an
occupation. Nevertheless, many of the values of nilitary famlies stil
refl ect those of snall towns and of several decades past, which may
reflect the selective enlistnent inherent in the all-volunteer force.

For many of the nore senior mlitary people now in | eadership positions,
there remains a | egacy of the hostility between the Anerican nilitary
and the rest of society that reached a peak during the war in Vietnam
For those people, the inposing of unwel coned aspects of Anerican society
on the nilitary--often referred to as “social experinentation”--evokes
fam liar and hostile feelings. (See the chapter on military opinion for

nore di scussion of these issues.)
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The Policy Context

The mlitary has seenmed particularly averse to renoving the
restriction on honbsexual s because that policy threatens its cultura
val ues and because it is externally inposed. Many people have argued
that it was sinilarly averse to racial integration and the adnm ssion of
worren. However, five factors nake the integration of honbsexual s
particularly problematic.?

First, a majority of mlitary personnel, and a sizable portion of
the general public, feel that honpbsexuality is inmmoral. For nany,
al I owi ng honosexual s to serve would put the mlitary in the position of
appearing to condone a honosexual |ifestyle.

Second, the debate is occurring in a context characterized by
drawdowns and uncertainty. 1In response to the end of the Cold War, the
mlitary’s role and m ssion are being wi dely questioned. Reduced
mlitary budgets have created considerable anxiety anong nilitary
personnel. Many believe that with base cl osings, drawdowns, and
reductions in benefits, the mlitary has violated the psychol ogi ca
contract between the organization and its nenbers (Rousseau, 1989). The
resulting anger and resentnent have nade nenbers disinclined to tolerate
additional threats to mlitary culture in the formof allow ng
honosexual s to serve

Third, the policy debate is occurring in a context where norms of
deference are significantly eroded. This |lack of deference serves to
restrain support for new policies and, ultimately, for change. Mlitary
nenbers and | eaders appear to feel little constrained to w thhold
criticismof the Commander in Chief or his policies.3 Their outspoken
opposition to permtting honbsexuals to serve is a cause for concern

because it sends the nmessage that the new policy is bad for the mlitary

2These five factors clearly energed in focus groups that were
conducted by study staff at mlitary bases in the United States and
Germany. (For a description, see the chapter on mlitary opinion.)

3A recent speech by Air Force Major General Harold N Canpbell in
which he referred to President dinton as “draft-dodgi ng,” “pot-
snoki ng,” “womani zing,” and “gay-loving” is a particularly egregious
exanpl e of the fraying of these norns. His subsequent dism ssal was
nmeant to send a strong signal that such flagrant violations of deference
nornms will not be tolerated.
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and woul d have no support anong top mlitary |eaders. Nevertheless,
norns of obedi ence remain and sone observers argue that they would carry
t he day. 4

Fourth, the current budgetary context may restrain change if
i mpl enentation planning fails to take it into account. Since budgets
are not growing, all new prograns are viewed as coming at the expense of
ol d and sonetinmes cherished ones. W can expect that the nore the
i ntegration process costs, the nore it would be resented.

Fifth, there is no sense that the change would serve any legitinmate
need of the mlitary. Objections that the policy is not based on need
are reinforced by the sense anong nmany nilitary nenbers that even the
President is not conmitted to the change. Rather, they believe that his
support sinply reflects comitnents nade during the Presidential
canpai gn in exchange for el ectoral support. (See the chapter on
mlitary opinion for nore detail on these attitudes.)

Al though military structure and culture and key features of the
policy context are unique to the problens of inplenmenting a policy to
al | ow honosexual s to serve, every inplenentation process is to sone
degree uni que. Consequently, enpirical findings and general principles
derived from studies of policy inmplenentation and organi zati onal change
of fer |l essons for inmplenenting such a policy. These literatures and the

| essons they offer are described bel ow

FACTORS THAT CONSTRAI N AND SUPPORT POLI CY | MPLEMENTATI ON

I mpl enentation itself is best defined as “the carrying out of a
basi ¢ policy decision, usually incorporated in a statute but which can
al so take the formof inportant executive orders or court decisions.
Ideally, that decision identifies the problen(s) to be addressed,
stipulates the objective(s) to be pursued, and in a variety of ways,
“structures’ the inplenentation process” (Maznmani an and Sabatier, 1983,

p. 20). Policy analysts often divide the change process into two

41 ndeed, on June 10 in a speech at Harvard University, the Chairman

of the Joint Chiefs of Staff, General Colin Powell, said of a new policy
toward honosexuals’ military service, “The President has given us clear
direction. . . . Watever is decided, | can assure you that the

decision will be faithfully executed to the very best of our ability.”
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phases: adoption and inplenentation. The adoption phase begins with
the formul ati on of a new policy proposal and ends when that proposal is
formally encoded in a law, regulation, or directive. The inplenentation
phase begins with the formal adoption of the policy and continues at
sone level as long as the policy renmains in effect (e.g., Winer and
Vi ni ng, 1992).

Those who study inplenentation generally agree that three
categories of variables contribute nost significantly to policy change,
despite variations in how they are described: policy design, the nature
of the inplenentation process, and the | ocal organizational context in
which the policy is inplenented (e.g., Maznanian and Sabatier, 1983;

CGoggin, 1987). Each of these conponents is discussed in turn

Pol i cy Design

The design of a new policy and its expression in a policy
i nstrunment can substantially affect both the inplenentation process and
the extent to which the policy’'s original objectives are nmet in
practice. Those policy design conponents that bear nbst on outcones
i ncl ude characteristics of the change required and the nature of the
policy instrunent.

Characteristics of the Required Change. Sone changes are
i nherently nore conplex than others. For exanple, a | aw whose goal is
to reduce highway fatalities by lowering the speed Iimt contains within
itself all the information necessary to enable individuals to comply
(McDonnel |l and El nmore, 1987). 1In contrast, a court order to create
equal educational opportunity is less clear-cut. |ndividuals nust not
only read and understand the equality standard but nust create a plan
that translates the goal into required behaviors, a nmore conplex task
that may fail because of unwillingness to conply or, nore |ikely, sone
failure of capacity to do so (MDonnell and El nore, 1987).

A policy’'s successful inplenmentation also derives fromthe validity
of the causal theory that underlies it. Every major reformcontains, at
least inplicitly, a causal theory linking prescribed actions or inter-
ventions to policy objectives. Indeed, one of the nmmjor contributions

of inplenentation analysis is its enphasis on seeking to build an
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overal |l theory for obtaining desired organi zati onal changes (Maznani an
and Sabatier, 1981). To the degree that there is consensus about the
validity of the theory (that is, that nost agree that by carrying out

the intervention, attainnent of policy objectives is likely), policy

i mpl enentation is facilitated (Maznmani an and Sabatier, 1983).

Anot her key characteristic of the required change is the scope of
change required. Scope can be neasured in terns of the size of the
target group, the percentage of the popul ation affected, or the extent
of behavi or change required. In general, policies that require |ess
change, in ternms of nunbers and extent, are easier to inplenent
(Mazmani an and Sabatier, 1983).

Nature of the Policy Instrunment. MDonnell and El nore (1987)
descri be four generic classes of policy instrunents: (1) mandates,
whi ch are rules governing the actions of individuals and agencies,

i ntended to produce conpliance; (2) inducenments, the transfer of funds
to individuals or agencies in return for certain agreed-upon actions;
(3) capacity-building, the transfer of funds for investnent in naterial
intellectual, or human resources; and (4) system changing, the transfer
of official authority anong individuals and agencies to change the
system t hrough which public goals and services are delivered.

The choice of instrunment structures affects the inplenentation
process to a significant degree. Expected outcones, costs, and the
extent of oversight all vary by type of policy instrument. For exanple,
whi | e mandat es seek uni form but minimal conpliance, inducenents are
designed to produce substantial variability in outcones because there is
often a variety of ways to achieve high perfornance. Mandates require a
strong focus on coercion and conpliance nonitoring, while the
i mpl enentati on of inducenments requires oversight but no coercion
(McDonnel | and El nore, 1987).

| mpl enent ati on Gui dance. I nplenmentation guidance is built into
sone policies, e.g., a reduced speed linit, as noted above. In other
cases, guidance is less inherent in the policy, but may be built inin
several forns. Anopbng the nost inportant ways to do so are by clearly
ranki ng policy objectives and by stipulationg decision rules for

i mpl enenti ng agenci es.
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A clear ranking of policy objectives is indispensable for program
eval uation and for directing the actions of inplenmenting officials.
Statenments about objectives nay also be used as a resource for groups
t hat support the policy objectives. Fornal decision rules of
i mpl enenting agencies, e.g., the stipulation in a statute of the |evel
of support required for a specific action (e.g., two-thirds mgjority of
a specified commssion required for a license to be issued), reduce
anbiguity and increase the likelihood that a mandate will be carried out

as intended (Mazmani an and Sabatier, 1983).

| mpl enent ati on Process
| mpl enent ati on researchers (e.g., Elnmore, 1978, 1980; Goggin, 1987;
McLaughlin, 1987, 1990; Mazmani an and Sabatier, 1983) view the process
t hrough which a new policy is inplenented as a key contributor to
under st andi ng organi zati onal change. Fromthe inplenentation
per spective, any analysis of policy choices or the effects of policy on
organi zations matters little if inplementation is poorly understood.
What energed fromthe early inplenentation studies was a sense that
whi | e change was not straightforward, the inplenentation process could
be understood and ultimtely managed. Several key notions energed
(McLaughlin, 1990). First, changing practice through policy is a
di fficult undertaking. Second, policynakers cannot nandate what
matters--capacity and will at the lower |evels of the organization where
the policy nust find a home. Third, by focusing on policy
i mpl enentation, certain processes and rules could be brought to bear
that would increase the likelihood that policy would find its way,
relatively unscathed, into practice (Mazmani an and Sabatier, 1981).
These notions suggest an inplenentati on process structured around
pressure and support. Pressure, argues MLaughlin (1987), focuses
attention on the new policy and increases the |ikelihood of conpliance;
support is necessary to enable inplenentation. Such support nay include
adequate financial resources, a systemof rewards that recognize
conpliance efforts, and roomfor bottomlevel input into the process.
Pressure. Studies of efforts to reform education practice in

cl assroons reveal ed that nyriad factors intervene between the passage of
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a statute or the signing of an order that affect, often profoundly, the
i kelihood that the new policy will be recogni zable at the | owest
levels. |In these systens, the key factors were at the bottom of the
organi zati on, anong what Wat herley and Lipsky (1977) called “street-
| evel bureaucrats.” Here, a sense of ownership of the innovation, sone
adaptation of the policy to fit local circunstances, and a perception
that the policy was tractable and the change woul d be both do-able and
useful for staff and clients (Mazmani an and Sabatier, 1983) were key
det erm nants of how pervasive the change woul d be and of the
i mpl enentation’s fidelity to the policy’'s original intent.

These studi es viewed top-down inplenentation as “the noble lie”
t hat persisted because of the perceived |ack of other alternatives
(El more, 1980). Early inplenentation studies provided sone. For
exanpl e, Elnmore (1980) suggests that while fornmal authority is top-down,
nmany organi zations have, as well, a bottomup system of infornmal
authority or culture. To inplenment change in such organizations, it is
important to find the correct mx of hierarchical control and
subordi nate discretion (Elnmore, 1978). Oten, this mx represents a
tradeof f between efficiency and flexibility (El nmore, 1980).

But for the nobst part, the prograns exanined by early
i mpl enentati on researchers were i nducenents--policies that seek to
achieve their goals by transferring noney or authority to an individua
or agency in return for sonething of value (MDonnell and El nore, 1987).
Most often, the agencies given the new funds were | oosely coupl ed
educational organizations. dGven the nature of the policy instrunment
and the types of agenci es pursuing change, considerable variability in
out comes was expected, and little pressure was necessary or applied.

In sone contrast, any policy change with regard to honpsexual s
serving in the mlitary will be presented in the formof a mandate. The
i mpl enentati on of a mandate involves different dynam cs, although the
consi derabl e di scretion accorded |ower-level mlitary | eaders argues
that the | essons of inplenentation in |oosely coupled educationa

agenci es can be brought to bear as well.
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Research on regul atory policy has denobnstrated that targets of
mandat es i ncur costs from conplying or from avoiding conpliance. The
choice they nake to conply with the nandate or attenpt to avoid doing so
is based on the perceived costs of each alternative. Targets decide

whet her or not to conply by calculating two kinds of costs: (1) the

l'ikelihood that the policy will be strictly enforced and conpliance
failures will be detected and (2) the severity of sanctions for
nonconpliance. |If enforcenent is strict and sanction costs are high

conpliance is nmore likely (McDonnell and Elnore, 1987).°

To increase the likelihood of conpliance with a nandate, the
i mpl enentati on plan nust include enforcenment nechani sms and sancti ons
that lead targets to assess the costs of nonconpliance as high, and thus
i ncrease the likelihood that they will choose conpliance. Such a plan
is likely to create an adversarial relationship between initiators and
targets, particularly when targets do not support policy goals
(McDonnel | and El nore, 1987).

Support. Along with pressure to conply, policy mandates shoul d
provi de support for inplenentation. Key aspects of support are a system
of rewards that recogni ze conpliance efforts, and roomfor bottomlevel
i nput into the process.

A set of rewards for any novenent that supports inplenmentation of
the policy is key. The goal of these rewards is for individuals to
perceive that their own self-interest lies in supporting the change.
Such beliefs represent the energizing force for successful inplenen-
tation of change (Mazmani an and Sabatier, 1983; Levin and Fernan,
1986) .

Mazmani an and Sabatier (1983) note the inportance of conmitted
i mpl enentors as driving forces for policy change. Conversely, |eaders
uncomitted to a new policy may restrain change efforts. |Indeed, they

suggest that the inability of policynmakers or organi zational |eaders to

STargets essentially enploy an expectancy val ue cal cul ation in
nmaki ng these decisions. Such calculations are a key conponent of nodels
such as the Health Belief Mdel (Janz and Becker, 1984; Rosenstock
Stecher, and Becker, 1988) that seek to predict the |likelihood that an
i ndividual will undertake a particular preventive neasure, such as
contraceptive use (e.g., Eisen and Zellman, 1992).
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choose inplenentors is a najor factor in inplenentation failures. |If

i mpl enentors cannot be replaced, and often they cannot, the | eader’s job
is to change the perceptions of the inplenentors concerning the likely
out cones of the new policy. |If inplenmentors conme to view the new policy
as consistent with their own self-interest (Mazmani an and Sabati er

1983) and with organi zational culture (Schein, 1987), they will be far
nore likely to support the new policy and act in ways that enhance its

i mpl enent ati on.

Local Context for Change

To achi eve successful inplenentation of any policy, the change
process has to be both understood and carefully nmanaged. Wen an
organi zation’s culture appears inconsistent with a new policy, |eaders
nmust attenpt to create driving forces by drawi ng on aspects of the
existing culture that are conpatible (Allaire and Firsirotu, 1985;
Schein, 1987). This requires a clear understanding of the
organi zational culture (Allaire and Firsirotu, 1985), the perceived
sel f-interest of participants (Mazmani an and Sabatier, 1983), and the
extent to which the change is likely to be perceived as consistent with
both. It also requires that efforts be made to present the change, and
t he change process, as fair. Procedural fairness has been found to
i ncrease conpliance with the ultimte outcome of a decision process.
Tyl er and Lind (1992) report that fairness judgnments nake conpliance
nore |ikely even when the final decision or new policy is perceived to
be inconpatible with individual beliefs or self-interest.®

A new policy is nost likely to c/ash with organizational or
participant culture when it is inposed fromthe outside, a conmon

occurrence in governnent agencies. In such cases, the new policy my

6A key goal of the inplementation process is to pronote perceptions
of procedural fairness. Tyler and Lind (1992) identify four factors
that pronmote such perceptions. These include voice, a belief that one’'s
vi ews can be expressed freely and are being considered, even if the
deci si on has al ready been made (Lind, 1993); trust, a belief that the
deci sionnmeker is trying to be fair; standing, a belief that one has been
treated respectfully by policymakers; and neutrality, a belief that
t hose naking policy are driven by facts rather than enotions or opinion
(Tyler and Lind, 1992; Tyler, 1989; Lind, 1993).
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refl ect the demands of constituencies outside the inplenenting
organi zation, for exanple, the Suprene Court’s requirenent that |oca
school districts desegregate. O it may be based on research findings
or opinions that the organi zation could be acconplishing its goals nore
effectively. For exanple, the Mlitary Child Care Act of 1989, which
promul gated new, nore structured standards for child devel opnent
prograns on mlitary installations, reflected Congressional concerns
about the mlitary's ability to deliver adequate anounts of high-
quality, devel opnentally appropriate child care. But whatever its
source, the very fact that the change is inposed fromthe outside
creates significant challenges to successful inplenentation

An externally inmposed policy nay be resisted as well because of
percei ved inconsistency with organi zational or participant culture.
Most commonly, a new policy threatens the prem umput on history and
| earning fromexperience in the organi zation (Schein, 1987; Levitt and
March, 1988). In sone cases, such policy changes are perceived to
threaten the organi zation's very survival. The policy can also threaten
deeply hel d beliefs concerning organi zati onal autonomy, a key feature in
the wi despread resistance of school districts to desegregati on orders.
A new policy can also threaten the participant culture. School
desegregati on posed such a threat to many school personnel in the Deep
Sout h, who were personally offended by the idea of integrated education

Change nay be inconsistent with organizational structure as well as
culture. Allaire and Firsirotu (1985) note that innovations that depend
on a particular organizational structure are likely to fail if those
structures do not exist in the organization. For exanple, it would be
futile, they argue, to exhort the enpl oyees of a regul ated nonopoly
of fering a public service and requiring large capital investnents to
manage with a lean staff and sinple form O a top-down structure |ike
the mlitary's may nake nutual adaptation between an innovation and the
snal | est units problematic. Such organizations trade adaptability for
efficiency and increased |ikelihood that the change will spread
t hr oughout the system (Ledford, Mhrman, Mhrman, and Lawl er, 1989).

A key finding of inplenentation studies is that change is best

accepted and institutionalized when at | east sone people within the
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organi zati on perceive the need for the change and are persuaded that it
is good for the organization and for thenselves. Mich of the literature
on | arge-scal e organi zati onal change focuses on change arising from
organi zati onal need, such as declining market share or reduced profits
(e.g., Mohrman et al., 1989; Kanter, 1983).

Change i nposed fromw thout |acks these built-in advantages. The
process of change nust be nuch nore carefully planned and nmanaged if
wi despread i npl enentation that is consistent with policy goals and
processes is to occur. Even when policy, culture, and structure are
consistent, inplenentation is far fromassured. The natura
conservatizing forces at work in nbst organizations tend to resist
change. People often have to be persuaded that the new policy will not
be harnful to the organization or to thenselves and nay even result in

gai ns.

| MPLEMENTI NG A POLI CY TO END DI SCRI M NATI ON

How m ght the Armed Forces inplenent a policy that is based on
cl ear standards of conduct, strictly enforced, and that considers sexua
orientation, by itself, as “not germane” to deternining who may serve in
the mlitary? The nature of military organi zati ons and our know edge
about the inplenentation process suggest a number of actions that can
facilitate the inplenmentation of such a policy. These actions are

di scussed bel ow.

Design a Policy That Facilitates |Inplenentation

It is very inportant to convey a new policy that ends
discrimnation as sinply as possible and to i npose the mi ni num of
changes on personnel (Levin and Ferman, 1986). Further, the policy
shoul d be deci ded upon and i npl enented as qui ckly as possible and shoul d
i ncl ude both pressure and support for change.

Make the Policy Sinple. Mlitary experience with blacks and wonen
argues for a sinple policy under which honbsexuals are treated no
differently in ternms of work assignnents, living situations, or
pronotability. |Indeed, the docunented capabilities of honbsexuals to

performall mlitary tasks enable the policy to be sinple.
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In contrast, the policy nessage about wonen has been conplex. This
conplexity has resulted in continuing strong doubts about the capability
and appropriateness of wonen to performcertain tasks, which are evident
inmlitary menber attitudes and in rules that constrain wonen's ful
mlitary participation. (See the chapter on military opinion for
additional information.) Conbined with separate |iving accomodati ons
that often are viewed as plusher (largely because the small nunbers of
worren | ower ratios for toilets, etc.), these rules keep gender highly
salient. Lower training standards, better assignnents (to safer, non-
conbat jobs), and better accommopdati ons have continued to feed
resent ments anong nen. These problens in integrating wonen argue for
equal treatment of honpbsexuals. They should be assigned to serve in al
positions and at all levels, according to their skills; those who serve
with themw |l be expected to treat themequally as well.”

Act Quickly. Lessons fromthe inplenmentation literature suggest
that the new policy regardi ng honbsexuals in the mlitary should be
deci ded upon and i npl enented as quickly as possible, for three reasons.
First, the waiting period is one in which mlitary personnel are unsure,
and therefore anxi ous about, what the final outcome will be and how it
will affect their personal mlitary experiences. The change in policy
wi Il not appreciably affect the vast najority of heterosexuals, who wll
not be working or living with an open honobsexual. (See the chapter on
cohesi on for a discussion of the probabilities of there being
acknow edged honobsexual s in groups of varying sizes.) Once they
di scover that nothing has changed for them they will feel nore

confortable and the issue will be |less disruptive generally. That

’I't has been suggested that, given the need for a snaller force,

t hose who would find it abhorrent to serve with open honpbsexual s shoul d
be given an option to leave. This will, by inplication, nake those who
stay nore conmmitted to the new policy because they chose to serve under
the new policy. However, such a policy departure creates two probl ens
that could inpede inplenentation. First, an escape policy signals that
the policy is abhorrent, which contradicts any nessages of |eadership
support. Second, those who | eave for other reasons but claimthey |eft
because of noral objections to honpbsexuals may swell the ranks of those
who appear to object to the policy.
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out come, however, will require that instances of open honpbsexuality not
be allowed to result in serious, runor-inspiring conflicts.

Second, any waiting period also permts restraining forces to
consolidate. Until the policy is decided upon and inplenentation has
begun, those opposed will feel free to speak out against it, increasing
the perceived strength of mlitary objections.

Third, fast and pervasive change will signal comtnent to the
policy. Any increnental changes would Iikely be viewed as experinental;
conmtrment to the new policy would therefore be weakened (Law er, 1989).
In addition, phased-in inplenmentation might allow enemnm es of the new
policy to intentionally create problens to prove the policy unworkabl e.

Convey the Change in Ternms Conpatible with Mlitary Culture. To
t he extent possible, the policy should be conveyed in ternms conpatible
with mlitary culture. For exanple, |eadership should focus on the
organi zational culture of hierarchy and obedi ence and ni ni m ze
di scussion of the inconsistency between the new policy and a very
conservative participant culture. Leaders can becone role nodels by
conform ng behaviorally to the new policy because the President is the
Conmander in Chief, who nmust be obeyed. Oher consistencies between
successful inplenentation of the policy and organi zational culture can
al so be stressed. For exanple, the mlitary sees itself as a strong
organi zation with a “can-do” attitude. Mlitary culture stresses the
dom nance of mnission over individual preferences and characteristics.
Such successful subnersion of nore visible differences such as race can
be pointed to as an exanple of the mlitary's ability to keep its
collective eye on the prize. And the mlitary's norns of inclusion and
equal ity can be brought to bear as well

Build in Sanctions and Enforcenment Mechani sms. Any new policy
about honosexuals will cone in the formof a mandate. Consequently,
conpliance is the goal. To increase the |ikelihood of conpliance,
sanctions and enforcenent nechani sns nmust be establi shed.

Key to pronoting conpliance is the adoption or revision of a code
of professional behavior that clarifies the criteria for behaviora
conpliance. The code nust include sone general principles and genera

behavioral criteria and sone | anguage that explicitly nakes people
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responsi bl e for exercising discretion in determ ning whet her behaviors
not explicitly included in the code of conduct are acceptable (Burke,
1990).8 The code should explicitly recognize the need to respect the
feelings and concerns of others in defining acceptable and unacceptabl e
behavi or s.

Al though the mlitary’'s strong hierarchical control mght suggest
to some that policy can be successfully inplenented with only limted
di scretion (Burke, 1990), providing sone degree of discretion to the
snal lest unit in ternms of how to bring about behavi or change captures an
i mportant tenet of the inplenentation perspective. Law er (1989)
suggests that subunits be given a “conceptual box” that defines the
boundari es of acceptable behavior within which unit nenbers can work.
In addition, awarding discretion is consistent with the mlitary's
i nfornal operations, where nuch discretion is practiced (Watnan, 1993).
Indeed, the military m ssion order, a widely used way of directing
subordi nates, builds in considerable | ower-1level discretion. Such
di scretion increases individual and unit comrtnent to the change.

The code of professional conduct nust al so describe the sanctions
for behavioral nonconpliance. These sanctions essentially define
accountability and thus set paranmeters around | eader discretion. Too
much di scretion concerning sanctions risks the possibility that
uncomitted | eaders will send a signal that inappropriate behavior wll
be tol erated.

The enforcenent system nust be nade explicit (El nore, 1978).
Organi zati on nenbers nust understand that their behavior will be
observed and noted and that actions inconsistent with the code of
behavior will be called to the attention of higher-ups and dealt with
according to the explicit sanction policy. But mlitary experience in

the area of sexual harassnment denopnstrates that a code of professiona

8Exercise of discretion in support of a new policy requires strong
| eader shi p and unanbi guous signals that the policy is to be carried out.
O herwi se, |eadership discretion nay serve to underm ne policy
i mpl enentation. For exanple, “the atnobsphere created by Reagan
appoi nt ees who headed the EPA discouraged civil servants from serious
enforcenent of social environnental |aws. They were encouraged to use
their discretion to reduce the scope of effective enforcenent” (Pal unbo
and Calista, 1990, p. 8).
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conduct by itself is not enough to ensure change when the change is
i nconsi stent with organizational culture.

Fromthe point of view of those with expertise in sexua
harassnent, the mlitary has set in place the appropriate policies and
structures to minimze the problem?® Yet, there is substantial evidence
t hat sexual harassment remmins a serious problemin the mlitary even
after the formal adoption of a code of behavior.10 The high incidence
of sexual harassnment reported in nilitary surveys suggests that those
expected to conply with sexual harassnment policies have concl uded t hat
nonconpliance is unlikely to be detected, and if detected, is unlikely
to result in severe sanctions. Information fromthe field supports this
concl usion. Many sexual harassnment conplaints are apparently ignored.
If they conme to |ight, those who choose to ignore themare rarely
sanctioned, which sends a signal that the policy need not be taken
seriously. Indeed, in nmany cases, it is the conplainant who suffers
(G lberd, 1992).

VWhat the military' s experience with sexual harassment denonstrates
is that a code of professional conduct al one cannot bring change.
Rather, it is just one part of an intensive inplenentation effort if

change is to occur. The behavioral conpliance expected in response to

9According to the Defense Manpower Data Center (DVDC), “each
service requires every officer and enlisted nenber to be trained in the
prevention of sexual harassnment at initial service entry points, and
periodically thereafter. . . . [E]lach service policy clearly states
that the prevention of sexual harassnment is a principal responsibility
of the chain-of-command. Al service nenbers nust be cognizant of the
policy and enforce the standards required by the policy. . . . Service
nmenbers who have sexual harassment conplaints are encouraged to use the
chai n- of -command. Equal opportunity/Human Rel ati ons Advi sors,
Chapl ai ns, |nspector General, and Judge Advocate General are reconmended
as alternate channels. . . . [Elach service' s policy refers comanders
to a nunber of specific articles in the UCMI when consi deri ng puni shrent
for sexual harassnment offenders” (Martindale, 1990, pp. iv-v).

10A 1988 Def ense Manpower Data Center survey of 20,250 randomy
sel ected personnel (response rate = 60 percent) reveal ed that 64 percent
of female and 17 percent of the mal e personnel experienced at |east one
form of sexual harassment while at work in the year before the survey;
15 percent of female and 2 percent of male respondents reported one of
the nost serious forns, pressure for sexual favors; and 5 percent of
femal e and 1 percent of nale respondents reported the nost severe form
actual or attenpted rape or sexual assault.
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nmandat es cannot be assuned. Strong nonitoring and sanctioni ng nust
occur for targets to conclude that conpliance is worth the effort.

Steps that the Navy has taken since 1989 identify ways to reinforce a
code of professional conduct. |In particular, since 1992, the Navy has
reinforced its zero-tolerance policy toward sexual harassnent with a
mandat ory processing for separation policy followi ng either the first
substantiated incident of aggravated sexual harassnent or the repeated
occurrence of |ess serious incidents of sexual harassnent (Cul bertson et
al., 1992).

Ensure Leadership Support at Al Levels

Mlitary | eaders can and nust becone a najor driving force for
change. They take on this role when they are perceived to be supportive
of the change and to be concerned that it be successfully inplenented.
Such a stance is sonetinmes difficult to achieve, especially when the new
policy has been criticized by these sane | eaders early in the
i mpl enent ati on process, when debate was occurring about the policy’'s
value and form ldeally, |leaders’ early criticism are acknow edged and
responded to during the policy fornmulation process in a way that enables
themto energe fromthe debate appearing convinced of the value and
i mportance of the new policy. Such beliefs present |eaders as conmitted
to the change and consequently eager to see it inplenented (Allaire and
Firsirotu, 1985).

If |ower-1evel commanders and troops do not believe that their
superiors support the policy, they will have little notivation to abide
by it. At the very top, the President nust reaffirmhis comitnment to
the new policy in |language consistent with cultural norns of inclusion
and equality for all. |If senior nmlitary |eaders do not believe in the
change, efforts nust be made to present |eaders as behaviorally
conmitted to the policy (even if they remain attitudinally opposed).

Such behavi oral commitnent requires that |eaders send a strong,
consi stent signal of support for the new policy. Lack of attitudinal
support makes behavioral signaling all the nore inportant. Such
signaling nmust include strict adherence to an existing or new code of

prof essi onal conduct, with public sanctioning of personnel at all |evels
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who fail to comply with it. It must also include smaller actions, such
as allocation of time to the new policy and keepi ng the change before
nmenbers through video or other nessages such as tal ks at |unches and
neetings (Peters, 1978). This nessage of support nust include a nessage
of continuing invol venent by high-1level |eadership. The assignment of a
hi gh-ranki ng individual with direct access to top nanagenent to oversee
the i nmpl enentati on process conveys the nmessage that this policy is to be
enforced at all |evels.

Wil e top-down change is the normin nmlitary organizations, the
| essons of inplenmentation research that inplenenting change is a problem
of the smallest unit should be heeded. Indeed, it is particularly
i mportant to convey an understandi ng of what matters at the bottom of
the organi zation to the top so that nenbers feel heard. It is
i mportant, as well, to convince |leaders at all levels, including the
bottom that it is in their owm and the organization's interest to work
to support the new policy. Their effective involvenent depends on six
key efforts: (1) signaling the mlitary’'s commtnent to the new policy;
(2) convincing themthat active nonitoring and support for the new
policy will be noticed and rewarded; (3) stressing the inmportance of
reduci ng anxi eties and creating a sense of perceived fairness for
nmenbers; (4) training themto be good inplenmentors; (5) enpowering them
to use their discretion within clear constraints; and (6) providing
gui dance.

Signaling Conmitnent. Lower-level |eaders are the key to
enforcenent efforts at the bottomof the nilitary hierarchy. Unless the
seriousness of the mlitary's conmtnent to the policy is effectively
conveyed to them they will exhibit great variability in their
enforcenent efforts. Treatnent of the sanme i ssue can be expected to
di ffer considerably frombase to base, and unit to unit, in the absence
of a strong nessage of conformity from superior officers.

I denti fying Rewards. The enforcenent system nust be nade explicit
(El more, 1978). Leaders must be persuaded that their enforcenent of the
new policy will be nonitored by those above themand that their
behavi oral support of the new policy will be rewarded. This will

encourage | eaders to believe that successful inplenmentation of the new
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policy accords with their own self-interest, a key aspect of |eadership
(Levin and Ferman, 1986).

These rewards should hold at all levels of the mlitary and should
be explicit. For exanple, unit |eaders should know that they will be
judged in part on the ability of unit nenbers to work effectively
together. For exanple, units would be considered well-1ed when nenbers
confortably absorb newconers. This evaluation will positively affect
both group nmenbers and their | eader. However, writers on procedura
justice (e.g., Tyler and Lind, 1992) present cautions about the limts
of outcone incentives to ensure conpliance. They stress that another
conpatible route to conpliance lies in an inplenentation process that
gi ves group nenbers voice, conveys the inmpression of fairness and
concern for individuals' rights, and describes the final policy as based
on fact and egalitarian concerns.

Conmuni cati on upward about conpliance failures should be actively
encour aged (Dal zi el and Schoonover, 1988). Since “snitching” violates a
tenet of nmilitary culture that only good news should be comuni cated, it
is important to both redefine “snitching” as inportant, val ued
pr of essi onal behavior and to set up nonitoring procedures so that people
are asked about problens, for exanple, through regular inplenentation
surveys (e.g., Cottlieb et al., 1992).

Leaders nust al so understand that failure to actively support the
new policy will be noticed and sanctioned. Mlitary nmenbers nust be
held to high standards of conduct with regard to abidi ng by and
enforcing the new policy. Any officer who violates the behavioral
gui del i nes associated with the new policy should be dealt with severely.
This message--that the mlitary takes the new policy seriously--wll
qui ckly be conveyed to those | ower down and contribute to behaviora
conpl i ance.

Mor eover, breaches of policy by subordinates will be viewed as
| eadership failures. This two-pronged approach nakes every | eader
responsi bl e for the behavior of those below. Mre generally, comanders
nmust be responsible for norale and behavior within their units,
including all incidents of discrimnation. It nust be nmade clear to

themthat if they permt an environnent in which honbsexual s can be
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di scrim nated against or harassed, it will have an effect on their

i kelihood of promption. Failure to pursue instances of unacceptable
behavi or should, in itself, be considered a | eadership failure. This
latter point is key: Perceptions about what happens when these
responsibilities are ignored can drive or derail inplenentation

(Davi dson, 1993).

The i nmpl enentation | eader nmust clarify the conplaint process and,
with the nonitoring group, ensure that conplaints are actively
addressed. Mreover, efforts should be made to sinplify the conpl aint
process. The Arnmy Equal Opportunity Ofice (EQO is currently
i mpl enenting two prom sing approaches: (1) a hot line that provides
procedural information on filing EO conplaints, and (2) a conplaint form

that can be reproduced easily on a photocopier (Cenment, 1993).

Strengt hen the Local Context for Change

Change will be facilitated by | eaders who are trained and notivated
to address and solve inplenmentation problens. A new organizationa
structure should be hel pful as well in enabling inplenentation and
change. Finally, nmonitoring criteria should be devel oped and wi dely
comuni cat ed.

I ncrease Leadership Capacity. A key task of |eaders at all l|evels
is to minimze subordinates’ anxieties and create a sense of procedura
justice for them Reduced worry and feelings of justice are enhanced
when | eaders are prepared to absorb the anxiety of change, including
chal | enges and anger, when | eaders denponstrate dedi cati on and conmit ment
to the organi zati on as a whol e, and when | eaders encourage nenbers to
express their anxieties and concerns and when t hey acknow edge these
concerns (Schein, 1987; Tyler and Lind, 1992).

Leaders should al so act to enhance feelings of efficacy by
conveying their beliefs that personnel are capable of inplenenting the
change and conform ng to behavi oral expectations. The critica
di stinction between behavi or change and attitude change shoul d be
enphasi zed, with a clear nessage that the organization will linit its

concern exclusively to behavior
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Leadership capacity will be enhanced by several means, including
training, support for the use of discretion, and gui dance.

Conduct Training. Training of |eaders should be designed to create
“fixers”--people who both care about successful inplenentation and have
the skills necessary to anticipate and identify inplenentation problens
and to nake adjustnments to i nprove the inplenmentation process (Bardach
1980; Levin and Fernman, 1986).

It should be noted that “fixer training” is distinctly different
fromsensitivity training. Fixer training is practical and nmeshes well
with the strictly behavioral approach to inplenentation nost likely to
yi el d success. In contrast, sensitivity training attenpts attitude
change and is widely scorned by mlitary personnel. Bringing in
sensitivity trainers who are perceived to be very costly in a context of
drawdown is as likely to increase resistance and anger as it is to
reduce it.

Encourage Use of Discretion. Beconing a good “fixer” inplies the
possibility of action. Leaders at all |evels nmust be accorded
sufficient discretion so that they can act to correct inplenentation
problens. But, as noted above, this discretion nmust be bounded by
behavi oral nonitoring and strict enforcenment of a code of professiona
conduct. Such a code is discussed in the chapter on legal issues and in
Appendi x A, which presents a code that would be appropriate for the “not
ger mane” option.

Provi de Guidance. Any code of professional conduct, no matter how
prescriptive, cannot hope to identify all potential problemareas. A
new code of professional conduct that describes behavioral principles
and goals will identify few. Yet |ower-level |eaders need gui dance.
Therefore, codes should be supplenmented with active guidance in the form
of “question and answer” docunents, which should be wi dely di ssem nat ed.
These questions and answers could also include information about sexua
behavi or and health issues.

Create a Monitoring Structure. |In the inplenentation literature,
there is nuch debate about the desirability of creating a new
organi zational structure to |ead and nonitor inplenentation. Mich

depends on where such structures are located in the organi zation. |If
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central to the organization, and if led by a person with considerable
formal authority who has the ear of top nanagenent, such structures can
be effective (Schein, 1987). They create a place where conpl ai nts may
be | odged outside the chain of comand; their presence conveys

organi zational conmmtnent to the change; and, if properly staffed, they
can becone expert at dealing with problens that arise. However, such
structures are sonetinmes used to divert inplenentation concerns from key
| eaders and to “ghetto-ize” the new policy. 1In these cases, such
structures send a signal of nonsupport fromtop nanagers that is likely
to underm ne successful inplenmentation. Moreover, in the current
climate of downsizing, the creation of apparently costly new structures
is likely to be resented.

I nstead, nonitoring should be carried out by using the chain of
conmand. Monitoring would begin anong | ow | evel | eaders who are cl ose
to and can convey the views and behavi oral problens of those who work
under them They should report on a periodic basis to their superiors
up the chain and should be provided incentives, as described above, to
report in a tinmely nmanner about incipient problens so that they can be
renedi ed before they beconme serious. Such reporting up the chain wll
depend upon the devel opnent of clear reporting instruments and on
creating anong | eaders up and down the chain a sense that accurate
i nfornati on about inplenentation problens is valued and that failures of
| eadership reside in refusals to conmply, not in conpliance difficulties.

This process should be supported by a small group in each service
charged with overseeing inplenentation of the new policy. The group may
conpri se people already responsible for other simlar policies, e.g.
sexual harassnent and racial integration.1l

Ki | mann (1989) suggests that a shadow track--a group of 5-15 people
representing all levels of a | arge organi zation, which neets regularly
to nonitor the inplenmentation process and devel op ways to inprove it--is
a good idea in very large organi zations. |In this case, a shadow track
m ght receive reports fromall levels as well as conduct its own

noni toring process, e.g., personnel surveys.

11Training for these overseers may strengthen their efforts in
t hese other areas as well.
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Devel op Monitoring Criteria. Few honpsexuals are likely to reveal
their sexual orientation even if a policy that allows themto do so
openly is mandated. Consequently, nonitoring criteria used to assess
the progress of nore visible groups, e.g., blacks and wonen, cannot be
used. Numbers of pronotions, distribution across pay grades, and ot her
neasures of a group’s progress that depend on the ability to detect
group nunbers are not feasible.

However, it is possible and inportant to nonitor other outconmes of
the inpl enentati on process. These outcones should include key areas of
concern, including incidents of violence, nunbers of open honbsexual s
who serve, and nmeasures of unit performance

Moni toring efforts should include assessnents of perfornmance
reports, the conduct of inplenmentation surveys, and analysis of the
nature and di sposition of conplaints. Mnitors should exanm ne witten
docunents for their signaling nessages; analyze surveys of nilitary
nmenber attitudes; track the incidence of violence, harassnment, and
exclusion, and the incidence of sanctioning; and track nunbers of
honosexual s who di sclose their orientation or whose orientation is
reveal ed by others, and nunbers of military nenmbers who | eave the
servi ce because of the new policy or its inplications.

A set of objective neasures of unit perfornance nust be devised.
These neasures should, to the extent possible, build on current efforts
(e.g., National Training Center performance) and be suppl enented by
pol i cy-specific measures (e.g., nunber of harassnment conplaints filed,
nunber of instances of violence or abuse directed toward open or
suspect ed honpbsexual s) .

To the extent possible, nonitoring neasures shoul d depend on
exi sting, ongoing assessnments. Unfortunately, however, ongoing
assessnment measures are not as avail able or as appropriate as those
charged with nonitoring of the new policy might hope. Measures of key
mlitary outcones--readi ness and cohesion--are flawed. Surveys of
nmenber attitudes are conducted too infrequently to be of nuch val ue.

The mlitary does enploy sone neasures of cohesion, although none
are used on an ongoi ng basis. Such neasures m ght be adapted for use in

noni toring of the new policy. Such adaptation would, however, require
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careful research, thought, and devel opnent. (See the chapter on
cohesion for detail on these neasures.)

Surveys of menber attitudes toward the new policy and experiences
with it could be a valuable nmonitoring device. However, the
approxi nately five-year intervals between DoD personnel surveys (which
survey about 5 percent of active-duty mlitary nmenbers, spouses, and
nmenbers of the reserves) lint the surveys’' value. Tracking of attitude
change with this survey is difficult because of the nmany secul ar changes
during the long intersurvey period. A nonthly survey effort that
i ncluded a nmuch smal |l er percentage of the population would, in contrast,
be extrenely valuable for tracking attitudes. A set of questions
focused on the inplenmentation of the new policy toward honpbsexual s woul d
all ow the nmonitoring group to exani ne key issues, e.g., behavioral
conpl i ance, reporting behaviors, and for commanders, the extent to which
i mpl enentation of the policy coincided with other duties (Gottlieb et
al ., 1992). The opportunity to track inplenentation over tine through a
m x of unchangi ng attitudi nal and changi ng i npl enentati on questi ons

woul d be i nval uabl e.

CONCLUSI ONS

Despite w despread antagonismwithin the mlitary to a policy that
woul d end di scrimnation on the basis of sexual orientation, |essons
from organi zati on theory, inplenmentation research, procedural justice
theory, and the mlitary’'s own experiences with blacks (see the chapter
on racial integration) suggest that a new policy could be successfully
i mpl enented. Success depends on understanding the mlitary as a |arge
organi zation with a unique culture, on a carefully devel oped and
actively nonitored inplenmentation plan, and on a sense of the inportance
of perceived fairness in the devel opment of the policy and in its
i mpl enent ati on.

To date, the inplenentation context has not supported a new policy
that woul d all ow honbpsexuals to serve. Wdespread views both wthin and
outside the mlitary that honbsexuality is immoral translate into
concerns that renoving the ban woul d appear to condone a honbsexua

lifestyle. Drawdowns, base closings, and reductions in benefits have
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created considerabl e anxiety anong mlitary nmenbers and have fuel ed

wi despread beliefs that the mlitary has violated its psychol ogi ca
contract between the organization and its nenbers. The resulting anger
and resentnent have made nmenbers even less inclined to tol erate new
threats to mlitary culture. The policy debate surrounding such a
policy change is occurring in a context in which norns of deference are
significantly eroded. Consequently, highly placed mlitary |eaders have
actively criticized the proposed policy.

In addition, a nunber of other factors restrain change. These
include the fact that the policy will be externally inmposed, which wll
increase the likelihood that it will be perceived as inconsistent with
organi zational and participant cultures. The mlitary’s uneven
experience in fully integrating anot her sexual outsider group, wonen,
will be used to bol ster resistance. Perceptions that the policy is
going forward for reasons other than the direct needs of the mlitary
contribute to a feeling that the policy is unfair to those serving.

These factors nake change harder and nust be considered in
designing a plan for inplenenting the new policy. To pronote change,

pl anners shoul d:

. Convey the policy as sinply as possible and build in supports
for change. The nobst inportant support for change is a code of
prof essi onal conduct that clarifies the criteria for behaviora
conpliance and stresses universal responsibility for respecting
the feelings and sensitivities of others. In addition, high-
| evel individuals should be designated as responsible for
successful inplenmentation.

. To the extent possible, convey the change in terns conpatible
with mlitary culture. These terns mght include a focus on
t he subnersion of individual preferences, the obligation to
follow orders, and the mlitary's “can-do” attitude.

. Stress behavioral conpliance and create sanctions for
conpliance failures. Policy nessages should make cl ear that

| eaders are responsible for their own behavior and for the
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behavi or of their subordi nates. Comunication upward about
conpliance failures should be encouraged.

Create a change process that all ows nenbers to voice their
views and concerns and to know that these have been heard, even
if they do not agree with the ultinate policy. The change
shoul d make clear that |eaders have devel oped the policy and
the inplenentation plan in a fair manner.

Ensure top | eadership support, at |east behaviorally. Set in
pl ace the neans through which top | eadership can send signals
of support for the new policy, including continuing involvenent
in inmplenmentation, and frequent nessages about the

i mpl enent ati on process.

I nvol ve | eaders at all levels. Even in a top-down

organi zation, inplenmentation remains a problemof the snall est
unit. Leaders at all levels must cone to see that successfu

i mpl enentation is in their self-interest, and their ability to
lead will be assessed in part by their own conpliance with the
new policy and the conpliance of those under their comand.
They must al so be provided with training designed to nake t hem
successful inplenentors. Such training should include practice
inidentifying threats to inplenentation, guidelines for

behavi or, and sufficient discretion so that they can begin to
feel some ownership for the change

Set up nonitoring nmechani sns, including oversight conmittees,
that will assess the inplenmentation process. NMonitoring
efforts should capture as nmany aspects of the change as

possi bl e.



