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I. Executive Summary 

Introduction  

The United States Military Academy's (USMA) admissions process is highly selective, 

with an acceptance rate of only 12%. In recent years, there has been a decline in the number of 

qualified applicants applying and accepting an offer of admission to USMA. For example, over 

the last 10 years, the number of qualified applicants accepting admission has declined by 18% 

(Personal Communication, March 2024). In 1970, USMA established the Field Force program to 

provide community outreach to prospective cadets and help them navigate USMA’s complex 

admissions process. The Field Force's mission and personal approach support USMA in meeting 

admission goals. 

Problem of Practice  

With over 700 members, the Field Force program consists of highly committed and 

dedicated alumni and affiliates uniquely positioned to optimize admission efforts. However, the 

ongoing implementation of the Field Force program faces several challenges that may hinder the 

program’s effectiveness in supporting prospective cadets and increasing the number of qualified 

applicants applying and accepting admission offers. As the Field Force volunteer chooses their 

level of engagement, the immediacy and level of support the volunteer provides to the prospective 

cadet varies widely from volunteer to volunteer. Additionally, training is limited and some 

stakeholders express concern about relatability due to a lack of diversity across the Field Force.  

Project Questions  

By exploring the Field Force program through the volunteers’ experiences, perceptions, 

and promising practices, this project aims to highlight insights and practices that can be replicated 
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or scaled to achieve admission goals. The following questions serve to further explore the Field 

Force program: 

1. How do Field Force members perceive their  

a. volunteer experience?  

b. mentoring abilities?  

 

2. What promising practices do Field Force members identify as beneficial in assisting  

prospective cadets through the application process at USMA?  

Methodology  

This project used a mixed-methods approach with semi-structured interviews and surveys. 

The USMA Admissions Department, which is the organization's sponsor, identified 12 interview 

participants. Interview questions addressed the Field Force program, Field Force members’ 

responsibilities, demographics, focus, and engagement styles. Disseminated to all active Field 

Force members, with a 63% response rate, the survey was based on a modified version of the 

Mentoring Competency Assessment and the Volunteer Satisfaction Index (Galindo-Kuhn & 

Guzley, 2001; Hyun et al., 2022; Ling et al., 2019; Perić-Prkosovački et al., 2021; Wong et al., 

2011). In addition to the Likert-type survey questions, additional questions were included to 

capture promising practices, type, and frequency of communication, and demographic 

information. The project advised that information would be confidential, as themes and aggregate 

summaries would be used throughout the project. Descriptive statistics and both deductive and 

inductive coding were used to analyze the responses.  

Findings  

There are eight primary findings in this project:  

1. Field Force members state that they determine their own level of involvement with the 

prospective cadet, with the degree of involvement varying from member to member.  
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2. While Field Force members express being prepared and having strong abilities, they 

perceive a high variability in their training content, delivery, and attendance.   

 

3. Field Force members perceive that their skills and knowledge are well-suited for their 

volunteer work, as they enjoy the freedom to perform tasks with a high degree of 

autonomy.  

 

4. The relationship between USMA Admissions and Field Force regarding feedback, 

acknowledgment, and communication of objectives and goals was the area with the 

lowest satisfaction levels.  

 

5. Field Force members perceive that establishing a relationship based on trust, actively 

listening, and providing constructive feedback are their strongest mentoring abilities.  

 

6. Communication is valued by the Field Force, but the communication type, frequency, 

and medium differ.  

 

7. The most promising practices identified by the Field Force members include a personal 

approach with early and frequent contact by providing guidance on college and 

academic goals, assessing progress along the application, and providing resources or 

college preparation referrals.  

 

8. A promising practice identified by Field Force members include collecting and 

analyzing data to improve processes, encourage Field Force membership, and increase 

qualified candidates applying and accepting admission. 

 

Recommendations  

Based on the findings, the following five recommendations serve to optimize the Field 

Force program’s effectiveness in supporting prospective cadets and increasing the number of 

qualified applicants applying and accepting admission offers.  

1. Formally define the Field Force’s purpose, structure, and goals. 

 

2. Improve volunteer education through incentivized training modules that implement 

feedback and reward to encourage engagement and completion.  

 

3. Improve vertical communication with Field Force through regular feedback on goals 

and progress.  

 

4. Implement a volunteer appreciation program.  
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5. Establish standardized key performance indicators (KPIs) to track prospective cadet 

data and measure outcomes of Field Force members across congressional districts, 

regions, and West Point at large. 

 

Conclusion  

 USMA can enhance its recruitment efforts and create a more inclusive educational 

environment by establishing a strong relationship with the Field Force program and promoting the 

use of best practices. As the number of qualified applicants declines, the commitment to fostering 

community and supporting prospective cadets will be essential in navigating the complexities of 

the current enrollment landscape.   
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II. Introduction 

Organizational Context 

The United States Military Academy, commonly referred to as USMA, West Point, or The 

Academy, is a four-year coeducational federal service academy located in Orange County, New 

York, approximately 50 miles north of New York City on the Hudson River. Founded on March 

16, 1802, as the nation's first engineering college, West Point is continuously ranked among the 

top U.S. universities. The Academy has a stated goal of educating, training, and inspiring its Corps 

of Cadets to become leaders of character who are commissioned and dedicated to the values of 

Duty, Honor, and Country and go on to serve as officers in the U.S. Army (West Point Public 

Affairs, 2023). 

West Point has a student body of approximately 4,500 cadets and a student-to-faculty ratio 

of 8:1. The student body is composed of roughly 61% White, 12% Hispanic or Latino, 11% Black 

or African American, 9% Asian, 2% biracial or multiracial, 1% American Indian or Alaska Native, 

and 1% Native Hawaiian or Other Pacific Islander students. The current gender ratio at the United 

States Military Academy at West Point is approximately 78.1% male and 21.9% female (United 

States Military Academy, 2022).  

USMA Admissions Challenges 

 West Point's admissions process is highly selective, with an acceptance rate of 12%.  The 

Academy’s admissions process (detailed in Appendix A) consists of approximately seven highly 

coordinated steps, the complexity of which potentially favors applicants who have preexisting 

relationships with USMA alumni or members of the military or Congress (Hurwitz, 2011). In 

addition to submitting standardized test scores, GPAs, admissions essays, and letters of 
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recommendation, prospective cadets must pass a medical evaluation, complete a physical fitness 

test, and provide a congressional nomination (United States Military Academy, n.d.). 

In recent years, the number of prospective cadets applying and accepting an offer of 

admission to West Point see Figure 1) has declined. The overall number of qualified candidates is 

decreasing, while the number of applicants declining offer of admission after acceptance to West 

Point is increasing. Over the last 10 years, the number of qualified applicants has decreased by 

approximately 18% (Personal Communication, March 2024). For the Class of 2017, 190 applicants 

declined admission, while 344 declined admission for the Class of 2027 (Personal Communication, 

March 2024). 

Figure 1 

Comparison of Qualified Applicants and Offer Declinations, West Point Classes 2015-2027 

 

Downward trending enrollment is not unique to USMA. For eight consecutive years, U.S. 

colleges and universities have experienced a decline in enrollment, which is now below 18 million 
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for the first time in a decade. Additionally, demographic indicators predict a 15% decrease in the 

college-age population between 2025 and 2029 (Copley & Douthett 2020). This "enrollment cliff" 

is not due to rising costs or the declining value of a college degree but rather the declining birth 

rate and the decreasing number of high school graduates choosing to attend college due to cost or 

inclination (Copley & Douthett, 2020; Rosowsky, 2024). Key leaders within USMA Admissions 

provided insight into specific challenges surrounding West Point’s application process, including 

recruiting a broader talent pool and increasing efforts to usher qualified prospective cadets through 

the admissions process. 

The Field Force Program 

In 1970, West Point established the Field Force (FF) program alongside the Military 

Academy Liaison Officer (MALO) program to provide community outreach to prospective cadets 

and help them navigate USMA’s complex admissions process. Although MALO and volunteer 

Field Force members have the same duties and responsibilities, MALO program participants are 

reserve officers, whereas Field Force volunteers are civilians. Like other military academies that 

employ a mentor or application advisor to assist a prospective cadet through the application 

process, a West Point Field Force volunteer may be an alum, veteran, parent of a cadet, or anyone 

who supports the military academy. At the time of this paper, there are 785 volunteers nationwide, 

most of whom are USMA alumni. As for the Field Force program demographics, more than half 

of the volunteers are white males over 50 years old (Personal Communication, March 2024). 

The Field Force program is housed in the USMA Office of Admissions, which, under the 

leadership of the Director of Admissions, is divided into five teams arranged by geographic region 

within the U.S.: Far West, Great Lakes, Southwest, Northeast, and Southeast. Each team includes 

a Regional Commander, Candidate Technician, and Candidate Support Assistant. USMA 
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Admissions interacts with applicants who live outside the U.S. through the U.S. Defense Attache 

Office of the American Embassy in their respective countries. 

Regional Commanders interface with the Field Force members who are assigned to U.S. 

congressional districts (United States Military Academy, n.d). Within these congressional districts, 

Field Force members’ responsibilities include mentoring candidates throughout the admissions 

and nomination processes, partnering with assigned Regional Commanders stationed in the USMA 

Office of Admissions, supporting and augmenting the work of West Point’s Regional Diversity 

Outreach Officers, developing informational networks among guidance counselors and school 

administrators throughout assigned districts, and encouraging candidates to apply to West Point 

and ROTC scholarship programs. 

Problem of Practice 

West Point’s Field Force consists of 785 experienced, impactful, and dedicated alumni and 

affiliates who are currently underutilized in addressing enrollment challenges at USMA. Presently, 

the Office of Admissions relies heavily on the Field Force to form and cultivate connections with 

prospective cadets, communities, and schools. The minimum requirement of a Field Force member 

is to interview prospective cadets living in the member’s congressional district. Additionally, Field 

Force members may attend local recruitment events to share information about USMA and its 

application process. However, beyond this minimum requirement and optional attendance at 

recruitment events, the nature and level of involvement of each Field Force member varies. 

The mode of communication from Field Force members to prospective cadets throughout 

the admissions process ranges from in-person meetings to phone calls, emails, text messaging, and 

videoconferencing; the frequency of communication between the volunteers and prospective 

cadets varies as well. Additionally, training for the Field Force members largely focuses on the 



15 

 

 

Abel, Affinito, Banegas, and Imoudu            December 4, 2024 

application process and minimally on volunteerism or mentoring. Furthermore, Field Force 

membership is primarily composed of older retired white male alumni, and the lack of diversity 

across the Field Force may pose a barrier to recruiting and relating to a younger and more diverse 

West Point applicant pool (Participant Interviews, June 26-July 29, 2024).  

USMA Admissions leadership believes the challenges surrounding design, standardization, 

and implementation of the Field Force program serve as an opportunity to improve its effectiveness 

in supporting prospective cadets through the West Point admissions process and, thereby, 

supporting USMA’s efforts to increase the number of qualified applicants applying and accepting 

admission.  

 

III. Project Questions 

We have partnered with West Point to explore how the Field Force may be optimally 

utilized in the West Point admissions process. This exploration required a three-pronged 

investigation into the Field Force program. First, we captured the Field Force members’ 

perceptions of their volunteer experience under the management of the USMA Office of 

Admissions. Second, we gained insight into the Field Force members’ perceptions of their role as 

shepherds or mentors to prospective cadets. Third, we analyzed how current recruitment, 

mentoring, and shepherding practices, as described by Field Force members in different regions, 

may be replicated or scaled program-wide to achieve the goals of USMA Admissions. To this end, 

we used the following project questions to guide our investigation: 

(1)  How do Field Force members perceive their: 

(A) Volunteer experience? 

(B)  Mentoring abilities? 
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(2)  What promising practices do field force members identify as beneficial in 

assisting prospective cadets through the application process of USMA? 
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IV. Literature Review 

We reviewed the literature to explore topics related to volunteerism, volunteer 

management, mentorship, college application assistance, and admissions practices in higher 

education. We began with an overarching view of relational interactions through the lens of social 

exchange theory. Social exchange theory provides a framework for investigating volunteerism and 

mentorship. These perspectives, combined with research on college application assistance and 

higher education admission practices, provide depth and scope in investigating the practices of 

USMA Field Force members. 

Social Exchange Theory  

Social exchange theory was selected as the theoretical framework to further understand the 

dynamics of the Field Force members’ experience, as the Field Force facilitates the exchange while 

the prospective cadet “is expected to take an active role in their learning” (Corrigan & Martin, 

2004; Dominguez & Hager, 2013, p.178; Kim et al., 2019; Rutti et al., 2013).  The theory has 

served as a standard in understanding workplace behavior, as well as exchanges across diverse 

relationships at the macro, mezzo, and micro levels, both personal and professional (Akdere, 2005; 

Cropanzano & Mitchell, 2005). As Homans (1958) described social behavior as an exchange, Blau 

(1986) further enumerated that “social exchange is limited to actions that are contingent on 

rewarding reactions from others, and the exchange behavior means voluntary actions of individuals 

that are motivated by the returns they are expected to bring” (Ahmed et al., 2023, p. 2). Subsequent 

relationships formed through the exchange build recognition, loyalty, and trust, leading to 

increased personal development and growth (Akdere, 2005; Lin, 2001). 

 The premise of social exchange theory is that a subjective cost-benefit analysis determines 

the relationship, where the rewards outweigh the costs (Blau, 1994; Dominguez & Hager, 2013). 
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Those in the relationship compare the expected outcomes of an interaction and aim to minimize 

the costs or negative outcomes and maximize the positive outcomes (rewards). The theory builds 

on the idea that social behavior is an exchange, and within the exchange, one individual can 

influence another with the give and take of material and non-material goods. (Ahmed et al., 2023; 

Cropanzano & Mitchell, 2005).  

Volunteerism and Volunteer Management 

The social exchange theory has additional applications in the arena of volunteer 

management (Cropanzano et al., 2017). The social exchange relationship between a volunteer and 

an organization has a positive cost-benefit analysis when appropriately handled (Wang et al., 

2020). One example of research on positive volunteer efforts focused on volunteers at the 2008 

Olympics. Fifteen volunteers participated in qualitative interviews after the 2008 Olympics, and 

their responses were analyzed to reveal that the participating volunteers identified four categories 

of benefits (Wang et al., 2020):  

● Career-related benefits from learning certain competencies and being in a position to 

network;  

● Training benefits related to understanding sporting events;  

● Olympic-related benefits described in symbolic terms such as honor, reputation, fame, and 

prestige;  

● Psychological benefits of pride, belonging, and ownership that extended eight years past 

the event.  

These benefits themes can also be included in the research into other volunteer participation 

areas. Before participating in an activity, volunteers weigh benefits (such as the aforementioned 

benefits) and costs, which may involve travel, food, training, and time (Wang et al., 2020). 
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Individuals may use the Rationality Proposition to make volunteer decisions by subtracting the 

costs from the benefits of the activity (Lee & Brudney, 2009). Within this model, volunteerism 

decreases as the opportunity cost of volunteerism increases. For instance, cost benefits decrease 

with the loss of hourly wages and work hours. However, cost benefits increase when individuals 

trust the organization and are active in society. (Lee & Brudney, 2009). Another consideration for 

volunteers involves the Overload Theory (Markham & Bonjean,1996). Overload occurs when an 

individual has more responsibilities than time available in a day. This may lead to individuals 

avoiding volunteer opportunities or performing volunteer responsibilities ineffectively or 

inefficiently (Markham & Bonjean,1996).  

Understanding the cost-benefit relationship helps define volunteer satisfaction. Effective 

management that takes the cost-benefit ratio into account can improve volunteer satisfaction. 

Effective management can be assessed through three categories: orientation, training, and 

resources; leadership; and engagement and tasks (Prince & Piatak, 2023). First, orientation, 

training, and resources are critical to volunteer satisfaction. Organizations that want to retain more 

volunteers should focus on training programs, screening volunteers to match their strengths, and 

providing sufficient resources for success (Hager & Brudney, 2004). Second, effective leadership 

is needed to ensure volunteer satisfaction. The American Red Cross learned this lesson from 

qualitative research after finding that negative satisfaction rates led to volunteer turnover. 

Interview responses revealed that volunteers were satisfied with helping people but experienced 

dissatisfaction with disorganization, procedural rigidity, inept managers, and lack of 

communication (Smith, 2017). Third, effective management understands the importance of 

engagement and appropriate tasks. Leaders should place volunteers in positions where they have 

expertise and interest (Einolf & Yung, 2018). In a qualitative study of “super-volunteers,” who 
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spend an average of 10-25 hours per week volunteering, researchers identified top volunteers as 

highly educated individuals who retired from careers where they were leading or helping other 

people (Einolf & Yung, 2018). Managers found success with these volunteers when allowing them 

to grow in ownership  (Prince & Piatak, 2023). This creates a social exchange where volunteers in 

industries and non-profit organizations feel valued and are valuable contributors to building the 

volunteer community (Prince & Piatak, 2023).  

Mentorship 

Social exchange occurs when a mentee accesses a mentor appropriately positioned to 

provide the resources and knowledge for social and instructional support, leading to positive 

outcomes (Stanton-Salazar, 2011). Mentorship is gaining momentum in higher education 

institutions to improve enrollment through mentors who provide information, guidance, and 

encouragement to potential applicants (Coles, 2011). To create a successful mentorship program 

that will ultimately benefit an institution's admissions process, organizers should consider factors 

such as relationship, age, structure, and goals 

Relationship 

Trust impacts the effectiveness of mentor-mentee relationships. Students interact more 

with their mentor when they need help, have a relationship based on trust, and when a mentor can 

be easily reached. Technology can improve communication availability and frequency, which 

raises levels of trust (Arnold et al., 2022). Best practices among mentors involve building 

relationship connections and frequency of contacts (Karcher, 2005). 

Age 

The impact of the age difference between the mentor and the mentee varies according to 

the situation. For instance, near-age peer mentors can increase interaction between prospective 
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college students and mentors. One study found that 17% of students interacted with an older adult 

advisor while 48% interacted with a mentor closer to their age (Castleman & Page, 2015). Near-

age peer mentors correlate to a sense of community (San Antonio et al., 2020). However, younger 

mentors may have hectic home, school, and work schedules that interrupt or cancel mentee 

meetings, leading to adverse effects on mentees’ self-worth, social skills, and behavioral 

competence (San Antonio et al., 2020; Karcher, 2005). Through the Big Brother/Big Sister 

program, adult-to-youth one-to-one mentor relationships have been shown to decrease youth drug 

use by 46%; youth participants are 27% less likely to initiate alcohol use, show better attitudes 

towards school, show improved social attitudes, and are more likely to enroll in college (Turner & 

Scherman, 1996). Thus, peer-aged mentors may or may not be the best option for every mentor 

relationship.  

Structure 

Structure impacts the physical way mentorship happens and how the mentorship meetings 

are organized, either field- or site-based (Karcher et al., 2006). Field-based mentoring is when an 

agency or organization specifically sponsors the mentoring program.  The organization coordinates 

matching mentors with mentees but facilitates a less structured process.  The mentor and mentee 

maintain ownership of the meeting site and times and share ownership of the goals of the meetings 

(Karcher et al., 2006).  USMA uses this structure with the Field Force members.  

Goals 

The goals describe the outcome or objective the mentor aims to achieve. Mentorship of 

youths tends to take one of two different kinds of focus: a developmental or instrumental and 

task/skills-based focus or a relational/development focus (Karcher et al., 2006). Developmental 

refers to mentoring to promote personal development amongst mentees, which the mentor 
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facilitates through building relationships. Instrumental mentorship refers to focusing on skills or 

tasks that the mentor hopes to teach to the mentee (Karcher et al., 2006). In the case of Field Force 

volunteer mentorship, the goal of the Field Force volunteer is to focus on the skills and tasks 

needed for USMA admission.  

College Application Assistance 

To successfully navigate the college application process, students need to know what steps 

they must complete, and when and how to complete them.  The more selective the college, the 

more “elaborate” the application process (Holzman et al., 2020, p.799). Early involvement by the 

mentor or admissions department in the application process and reviewing the steps of the 

application can help students stay on the path to college admission (Holzman et al., 2020; 

Oreopoulos & Ford, 2019). Specifically, high-achieving under-served high school students benefit 

from college application support. Help from a mentor in breaking down the step-by-step process 

of college applications and identifying areas of the process unfamiliar to students, particularly for 

first-generation college students, was the most effective type of support (Arnold et al., 2022). 

This is particularly important given the complexity of the application, as the college 

application process can limit access to a college education. As more selective colleges require that 

prospective students complete more challenging admission steps, students may disqualify 

themselves from admission by simply not completing one of the tasks (Holzman et al., 2020; 

Oreopoulos & Ford, 2019). The more steps the student completes, the more enrollment options 

become available (Oreopoulos & Ford, 2019). 

Some of the most effective support strategies for the college application process can 

include reviewing the steps of the application process, highlighting any steps that might be missed, 

meetings with a mentor, text reminders, and in-class workshops. These strategies have measurable 
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impacts. The most effective is in-class workshops which research shows increased application 

completion by 15%, and matriculation rates by 5%, followed by face-to-face meetings with a 

mentor which increased completed applications by 6%, and text reminders increasing college 

enrollment by 1.1-2% (Bird et al., 2017, as cited in Oreopoulos & Ford, 2019; Carrell & Sacerdote, 

2017). However, the results can vary. According to one study, both male and female students 

benefited from meeting face-to-face with a mentor, but the impact was greater for female students 

(Carrell & Sacerdote, 2017). Another study found that students from a low socioeconomic 

background who were paired with a mentor who focused on college applications experienced 

greater ease in completing their college applications (O’Sullivan et al., 2017).  

The higher education industry’s virtual engagement with students has exponentially 

increased in the post-pandemic world and could hold promise for the future. In a recent study, 

prospective students currently report a lack of familiarity with the application process as a primary 

barrier to applying to college (Hanover Research, 2024). Also, prospective students preferred to 

receive communication from higher education institutions via email as opposed to text messages 

(Hanover Research, 2024). Yet, students and universities may both benefit from having several 

modalities available for communication. Offering a variety of user-friendly modalities, such as 

open appointment calendars to schedule a session with an admission advisor and Zoom meetings, 

while still maintaining a human element, were identified as best practices (Hanover Research, 

2024; Hernandez, 2021). In addition, virtual mentoring sessions remain just as effective as face-

to-face sessions (Arnold et al., 2022).   

Higher Ed Admissions Practices 

Some higher education admissions departments are implementing mentor programs to 

assist applicants through the admissions program. One such program is the City University of New 
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York (CUNY). The New York Public School System partnered with CUNY’s College and Career 

Bridge for All (CCB4A) to support students by working to reduce the summer melt phenomenon, 

which occurs when students anticipate going to college in the spring but lose interest over the 

summer, and by working to increase postsecondary enrollment (Liu et al., 2024). Mentors in this 

program assist seniors with such activities as late applications, enrollment paperwork, financial 

aid paperwork, course registration, and socio-emotional support (Liu et al., 2024). Mentors have 

access to student data to track admissions processes. They provide personal outreach to students 

through email, text, social media, and virtual meetings (Liu et al., 2024). Research on this program 

shows the following successes: 

● 77% of mentees attended college compared to 69% of non-participants. 

● CCB4A participants were seven percentage points more likely to matriculate than 

non-participants. 

● CCB4A participants are 1.7 percent more likely to apply and be accepted to public 

colleges in the city than non-participants. 

● The impact of connecting with a mentor doubled for Black, Hispanic, and low-

income students (Liu et al., 2024). 

 CCB4A is a model that could serve as a guide for admissions departments at other 

institutions of higher education as evidence of their success in student enrollment with CUNY. 
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V. Conceptual Framework and Concept Map 

The conceptual framework that guides this project pulls connections from volunteer 

satisfaction, cost-benefit analysis, and mentor ability. These connections were informed by the 

informational meetings, extant literature, and research involving volunteer work. 

Volunteer Satisfaction and Cost Benefit Analysis 

The Field Force program is staffed by volunteers who contribute their individual time and 

resources. Volunteerism is described as choosing to “act in recognition of a need, with an attitude 

of social responsibility and without concern for monetary profit, going beyond one’s basic 

obligations” (Ellis & Noyes, 1990, p. 4, as cited in Galindo-Kuhn & Guzley, 2001). Ultimately, 

the volunteer’s participation benefits someone else. Galindo-Kuhn and Guzley (2001) further 

elaborate that, in addition to fulfilling social responsibility, the volunteer is rewarded by intrinsic 

factors, including psychological benefits of contribution, wanting to help others, and personal 

satisfaction. Volunteer satisfaction levels have been associated with predicting time spent 

volunteering, tenure at organizations, and intention to continue volunteering (Cheung, Tang, & 

Yan 2006; Finkelstein 2007; Kim et al. 2019; Omoto & Snyder 1995). Successful volunteer 

management–the processes that an organization uses to recruit, identify skills, engage, train, and 

retain volunteers–uses relevant measurements, such as volunteer satisfaction (Brudney & Sink, 

2017; Einolf, 2018; Kim et al., 2019).   

The volunteer satisfaction levels are further explored through a cost benefit analysis rooted 

in social exchange theory. This analysis can be applied to any type of relationship including 

romantic relationships, friendships, and professional relationships. In this case, the social 

behavior– volunteering and helping the prospective cadet–is influenced by the rewards or benefits 
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that outweigh any potential costs of the volunteering. In other words, the exchange of non-material 

goods includes the Field Force member providing support in the application process, which results 

in the Field Force member’s feelings of satisfaction. When the benefits outweigh the costs, the 

volunteer is motivated to continue volunteering.  The gains and rewards of volunteering are further 

compounded by volunteer satisfaction, as itemized by the Volunteer Satisfaction Index. The index 

defines the rewards as personal gains (impact, contribution, learning), and benefits provided by 

the agency (support, feedback, connection, and recognition). The index further contextualizes what 

the volunteer internally gains from the experience.  

Member Abilities 

As a volunteer, the Field Force member directs the prospective cadet through the 

application process. Although the Field Force member’s relationship with the prospective cadet is 

narrowly focused on attending USMA, the Field Force member counsels the prospective cadet in 

making the best personal academic decision, which may or may not include attending USMA 

(Field Force, personal communication, June 2024). The Field Force member also employs an array 

of behaviors such as engagement, encouragement, and guidance which reflect the primary 

functions of a mentor (Byars-Winston & Dahlberg, 2019; Harris, 2013). Much like a mentor, the 

Field Force member interacts with the prospective cadet through “the provision of career and 

psychosocial support” during the application process (Byars-Winston & Dahlberg, 2019, p. 37).  

Concept Map 

Below is an illustration of the conceptual framework. The concept map highlights the Field 

Force member’s experience through an internal (cost-benefit analysis) and external (abilities and 

strategies) perspective. The internal experience is understood through the member’s level of 

satisfaction with volunteering. The Field Force member’s external experience is characterized by 
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their perception of their abilities and effective strategies that they feel positively influence the 

prospective cadet’s application process.  

Figure 2 

Theory and Conceptual Framework Illustration 
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VI. Project Design 

This project used a mixed-methods approach, using surveys and information interviews to 

generate an understanding of the Field Force program. Prior to the distribution of surveys to the 

Field Force members, the team conducted information interviews with regional commanders, Field 

Force members, and other key leaders and stakeholders involved in the admissions process. Formal 

and informal meetings with stakeholders and electronic correspondence further provided insight 

into the functions and context of Field Force operations. With the survey results, we evaluated 

self-reported mentorship skills, volunteer satisfaction, type and frequency of communication 

between prospective cadets and Field Force, and demographic information concerning Field Force 

members.  

Recruitment and Sample Population 

The USMA Admissions Department sent an email inviting all Field Force members to 

participate in the survey. Admissions department personnel reported the active Field Force 

population to be 785 active members. We received 381 total responses, accounting for a 63% 

response rate. Data validation brought the number of usable responses to 286 complete surveys 

due to missing or mistyped answers. 

Interviews 

The project team met with 12 participants and Field Force program leaders to learn more 

about the Field Force members' relationships with prospective cadets. The organization's sponsor 

identified the participants and provided the team with names and contact information. We 

interviewed Regional Commanders, administrative staff, state coordinators, and several Field 
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Force members. Participants represented various regions in the country, covering the west, east, 

south, and northern regions of the country. Appendix B provides a table describing each of the 

participants in general terms. Questions addressed the Field Force program, Field Force member's 

responsibilities, demographics, focus, and engagement styles with the prospective cadets. These 

meetings included semi-structured and in-depth open-ended questions, using additional prompts 

such as "You said X, tell me more about X." The complete list of interview questions is provided 

in Appendix C. Each interview was 45-60 minutes long and occurred during a two-month time in 

2024 via the Microsoft Teams video conferencing platform. We obtained participants' consent, 

recordings, and written transcriptions for analysis, reference, and accuracy. The team explained 

that the information would be confidential, while themes or aggregate meeting summaries would 

be used throughout the project.  

Field Force Survey 

The survey used a modified version of the Mentoring Competency Assessment (MCA-21) 

and the Volunteer Satisfaction Index (VSI) (Galindo-Kuhn & Guzley, 200; Hyun et al., 2022; Ling 

et al., 2019; Perić-Prkosovački et al., 2021; Wong et al., 2011). It was created in Qualtrics and 

emailed to the Field Force. The survey took approximately 15-20 minutes to complete. The 

complete survey is found in Appendix D. 

Mentoring Competency Assessment  

 The original Mentoring Competency Assessment (MCA) is a 26-item skill assessment 

aligned to 6 components: maintaining effective communication, aligning expectations, assessing 

understanding, addressing diversity, fostering independence, and promoting professional 
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development (Fleming et al., 2013). The MCA-21 index revalidated the original MCA by dropping 

5 items. The alpha coefficient of the 6 components ranges from 0.77 to 0.86 (Hyun et al., 2022). 

 We selected seven items from two components in the assessment: maintaining effective 

communication and addressing diversity. These items came from the common themes around 

demographics and relationships mentioned in the preliminary interviews. The first component, 

maintaining effective communication, was shown to have an alpha coefficient of 0.80, and the 

second component, addressing diversity, had an alpha coefficient of 0.77, suggesting that both 

components have relatively high internal consistency (Hyun et al., 2022). 

The survey uses a 7-point Likert-type scale with the following lead-in statement: “Thinking 

of your work with prospective cadets, please rate your skill level in each of the following areas 

from not at all skilled to extremely skilled.” The non-applicable option was provided to replicate 

the MCA. The items below are referenced by their listed number from MCA-21.  

Table 1 

MCA Items 

Component Item 

Maintaining Effective Communication  

(4 Items)  

 

1. Active listening 

2. Providing constructive feedback 

3. Establishing a relationship based on trust 

4. Identifying and accommodating different 

communication styles  
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Addressing Diversity 

(3 Items) 

9. Considering how personal and professional 

differences may impact expectations 

20. Taking into account the biases and 

prejudices you bring to the mentor/mentee 

relationship 

21. Working effectively with mentees whose 

personal background is different from your 

own (age, race, gender, class, region, culture, 

religion, family composition, etc) 

 

Volunteer Satisfaction Index 

The original Volunteer Satisfaction Index (VSI) comprises 26 items that assess four 

dimensions: organizational support, empowerment, participation efficacy, and group integration 

(Galindo-Kuhn & Guzley, 2001; Martins et al., 2022). The VSI has been adapted and used in 

different settings and countries, demonstrating that it is applicable and generalizable to diverse 

cultures and settings (Kim et al., 2019; Ling et al., 2019; Martins et al., 2022; Perić-Prkosovački 

et al., 2021; Wong et al., 2011; Ye et al., 2022). The generalizability of the VSI is of note since 

83% of respondents from the original Galindo-Kuhn and Guzley study were Caucasian (2001).  

Researchers suggest omitting several items or only selecting a few items in the original 

version that are more accurate for evaluation (Kim et al., 2019; Ling et al., 2019; Wong et al., 

2011; Perić-Prkosovački et al., 2021). While the scale developers, Galindo-Kuhn and Guzley, did 

not provide reliability statistics, they provided predictive validity and factor analyses. By 
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confirming reliability and validity, additional studies completed factor analyses on 24 items, 

mirroring the dimensions, with specific focused areas including communication quality, work 

assignment, participation efficacy, organizational support, and group integration (Kim et al., 2019; 

Ling et al., 2019; Martins et al., 2022; Perić-Prkosovački et al., 2021; Wong et al., 2011; Ye et al., 

2022). 

For this study, we used the 24-item VSI with three factors (described as a relationship with 

the organization, personal gain, and relationship with peers), as proposed by Wong et al. (2011) 

and subsequently studied by Ling et al. (2019) and Perić-Prkosovački et al. (2021). Relationship 

with organization and personal gain are the most relevant domains for this project. These two 

domains contain 10 items that address organizational support functions, skill use, contribution, 

communication quality, work assignment, and contribution (Wong et al., 2011; Perić-Prkosovački 

et al., 2021). The survey uses a 7-point Likert-type scale with a lead-in statement, “Reflecting on 

your volunteer experience as a Field Force member, please indicate your level of satisfaction with 

the following statements from very dissatisfied to very satisfied," preceding each item. The items 

are referenced by the number listed in the original factor analysis (Ling et al., 2019; Wong et al., 

2011; Perić-Prkosovački et al., 2021). 

Table 2 

VSI Items 

Factor Item 

Relationship with Organization (10 Items) 

 

1. The amount of information I receive about 

what the organization is doing  
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 2. The flow of communication coming to me 

from paid staff and board members  

3. The support I receive from people in the 

organization 

4. The way in which the agency provides me 

with performance feedback  

 5. How often the organization acknowledges 

the work I do  

6. My relationship with paid staff 

7. The degree to which the organization 

communicates its goals and objectives to 

volunteers 

8. The support network that is in place for me 

when I have volunteer-related problems  

9. The amount of permission I need to get to 

do the things I need to do on this job  

10. The degree of cohesiveness I experience 

within the organization 

Personal Gain (10 Items) 11. The difference my volunteer work is 

making 

12. The chance I have to utilize my 

knowledge and skills in my volunteer work  
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13. My ability to do this job as well as anyone 

else 

14. How worthwhile my contribution is 

15. The amount of effort I put in as equaling 

the amount of change I influence 

16. The opportunities I have to learn new 

things 

17. The fit of the volunteer work to my skills 

18. The progress that I have seen in the 

clientele served by my organization  

19. The access I have to information 

concerning the organization 

20. The freedom I have in deciding how to 

carry out my volunteer assignment  
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VII. Findings and Analysis 

Findings from Interviews 

The team took an integrated approach to qualitative data analysis of the interviews, using 

both deductive and inductive coding to identify themes and summarize findings. Transcripts served 

as the primary record for analysis. We analyzed each interview, focusing on themes derived from 

the conceptual framework and our three project questions. After deliberation, we summarized 

themes, highlighted salient points, and identified commonalities (See Appendix E for the themes 

and subsequent groupings). The information garnered from these interviews served to provide a 

better understanding of the program and problem of practice. Furthermore, the participants’ unique 

perspectives provided valuable data to examine the perceptions of the program, strategies and 

attitudes, relationships with prospective cadets, and challenges.  

Perceptions of Program  

As previously mentioned, it’s not unique to have someone assist a prospective cadet 

through the application process as all military academies have their own version of an application 

advisor. However, interview participants highlighted that USMA provides access to the 

candidates’ admission data, which is not the case with other military academies. One of the 

participants described the admission process as “decentralized” given that only a finite number of 

prospective cadets per district can receive nominations and can then subsequently apply to USMA. 

Consequently, admissions rely heavily on the volunteers to be the “arms, legs, eyes, and ears” in 

the field, forming a connection with prospective cadets, communities, and schools. Participants 

also mentioned that the Field Force member serves as an “advocate,” and the level of involvement 
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rests on what “the volunteer makes it.” The participants acknowledged that the Field Force 

members are mostly older retired white male alumni. Several participants mentioned that this lack 

of diversity does not necessarily pose a barrier relating to a younger and more diverse applicant 

pool of prospective cadets, while others expressed concern that the lack of diversity was a barrier. 

Some participants mentioned that age, rather than gender and ethnicity, posed more of a barrier 

which could be mitigated by facilitating contact between prospective cadets and current cadets. 

Lastly, while there is no formal induction training, participants mentioned that additional training 

was recently being offered via monthly virtual webinars that help to highlight changes in the 

admission process and the Field Force portal software. The admissions office also sends emails 

with updates, and there is a Facebook group for Field Force members.  

Effective Strategies and Attitudes 

In addition to being described as an advocate, the ideal Field Force member was referred 

to as a “trusted advisor.” The engagement strategies of the entire group of Field Force members 

ranged from minimal contact with the prospective cadet to frequent and very involved contact. The 

interview participants described the practices that they felt most effectively supported prospective 

cadets, initiate immediate and frequent contact with the prospective cadet, assist in the application 

process, maintain weekly or twice-monthly contact with the prospective cadet, routinely review 

the prospective cadet’s file to assess areas of growth, and provide resources, referrals, and books 

to improve scholastic scores, fitness tests, and essay submissions.  

The table below lists the effective strategies from most commonly cited to least mentioned. 

While the strategies are organized by most to least mentioned, those least mentioned were 

identified as important and effective by the participants who highlighted those particular strategies. 
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Table 3 

Field Force Effective Strategies 

Effective Strategies  

Serve as a liaison to USMA and the application process 

Initiate immediate and frequent contact with prospective cadets weekly or at least twice a 

month 

Review a prospective cadet’s file and assess areas of growth 

Provide resources, referrals, and books to improve scholastic scores, fitness test performance, 

etc. 

Review timeline for critical submission items 

Guide and help develop college/academic goals 

Meet routinely  with parents  

Facilitate meeting between prospective and current cadets 

Respond to questions quickly and provide additional information and resources 

Establish relationship and connection to cadet’s community 

Commemorate acceptance at high school ceremony 

 

When discussing the ideal Field Force member, interview participants explained that in 

addition to helping the prospective cadet navigate the challenging application process, the ideal 

member embodied certain beliefs and attitudes. These included believing in USMA and its 

mission, being a strong representative of USMA, modeling strong leadership and character, and 

recognizing the opportunity and commitment to impact a prospective cadet’s life. The table below 

lists all the ideal beliefs and attitudes. 

Table 4 

Field Force Ideal Attitudes 
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Ideal Attitudes 

Belief in USMA’s mission 

Strong USMA representative 

Model leadership and character 

Opportunity to impact prospective cadet’s life 

Commitment to prospective cadet 

  

Relationship with Prospective Cadet 

When asked about the relationship quality between members and prospective cadets, the 

interview participants explained that it varies from member to member. While the relationship is 

mostly transactional, participants described different degrees, with a mentorship-like relationship 

on one end of the continuum. Some participants mentioned that the relationship can start out 

contextually based (focused on the application) and then progress to a more holistic mentorship-

like connection. In other situations, Field Force members may adopt a mentorship-like role from 

the onset as they enjoy being part of the youth’s journey.  

Challenges 

Participants also mentioned several challenges about the program and the expectations of 

the individual Field Force member. Some participants mentioned that it is challenging to adhere 

to expectations or outcomes because the volunteer workforce is not obligated to meet 

requirements, since they are not paid nor assigned. Furthermore, there is a general sense that 

whatever the Field Force member contributes is a benefit regardless of how minimal the 

contribution. Several participants explained that some districts may have more volunteers and/or 

stronger relationships with schools that result in more applicants in comparison, while other 
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districts or regions that have fewer applicants are met with the challenge of bolstering visibility 

and recruitment efforts. Recruitment of Field Force members is by word of mouth, and it often 

attracts retirees who tend to have more leisure time. There is also a lack of standardized training 

and orientation for the members. A few districts do orient the new Field Force member and 

collectively meet to discuss progress, assess areas of improvement, and share best practices. 

However, not every district has a formal training program in place for Field Force volunteers. 

Interview participants also alluded to a possible gap left by the admissions office as there 

is no formal recognition of the Field Force members’ contributions, as some districts established 

their own recognition system of the Field Force members. Lastly, the interview participants also 

surmised that Field Force may not be fully utilized, because prospective cadets may not understand 

the Field Force member’s role, and/or may not require assistance with application. Consequently, 

the prospective cadet would not have any contact with a Field Force member.   

Survey Response Analysis 

Open-Ended Survey Questions 

 The team relied on word analysis and both inductive and deductive thematic coding for the 

open-ended survey questions using Qualtrics software and word count. This coding was used with 

Question 10, which asked Field Force members what they considered successful strategies for 

supporting prospective candidates through the application process. This question received 247 

responses, which were analyzed through coding of mentor practices and strategy and word 

analysis. Question 10 was coded to reflect mentor practices and strategies. Question 10 was coded 

based on the MCA survey component “maintaining effective communications” (Hyun et al., 2022). 
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Of the 247 responses, 55% stated communication style, 35% referred to feedback, 20% 

emphasized relationships and trust, and 3% mentioned listening. 

Though communication was mentioned most frequently in responses, the types of 

communication differed. In 251 responses to the question about how often a Field Force member 

meets with prospective cadets (Q12), 6% said once a week, 18% said every other week, 31% said 

once a month, and 44% said “other”. Among responses to “other,” Field Force members reported 

30% met with prospective cadets when needed, 11% considered contacting the prospective cadet’s 

responsibility, 4% met with prospective cadets for interviews only, and 14% said they met with 

the prospective cadets at least once during the application process. Also, 6% of “other” responses 

did not match those of prospective cadets. Reasons for not being matched included being new to 

the volunteer program, in a district that does not match, and looking for prospective cadets.  

A word analysis on Question 10 yielded thematic words related to strategies. Thematic 

words included related words or synonyms in five categories: timeliness, application requirements, 

Field Force role, Field Force skills, and communication. In 206 responses, 100% of Field Force 

members listed communication as a successful strategy, while 33% designated timeliness, 20% 

emphasized the relationship between the prospective cadet and the Field Force member, 16% 

referred to their skills as a Field Force member, and 14% mentioned assistance with specific skills 

the prospective cadet needs for the application process.  

Survey: Multiple Choice and Likert Questions 

Our data analysis employed descriptive statistics to summarize and interpret responses to 

Likert-scale and multiple-choice items effectively. The analytical process commenced with 

validation procedures to ensure data completeness and accuracy. Following validation, each survey 
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item was analyzed, focusing on challenges and insights identified through corresponding interview 

responses, allowing us to refine and contextualize the emerging findings. 

The survey sample consisted of 214 (76%) men and 32 (11%) women. White males were 

the largest demographic, representing 67% of respondents, while white females constituted the 

most significant segment among female respondents at 8%. The average age of participants was 

61.7 years (SD = 12.3). 

We analyzed respondents' affiliation with the United States Military Academy (USMA) to 

gain further insight into the sample population. USMA alumni represented 72% of the participants, 

averaging 38 years since graduation (SD = 12.12). Our analysis indicated an average tenure of 

12.9 years (SD = 10.15) for Field Force. Leadership noted that some members of the Field Forces 

serve in these roles for extended periods.  

The survey contained 20 items from the Volunteer Satisfaction Index (VSI) about the 

relationship with the organization and personal gain. We completed descriptive statistics for each 

item (N=281). The averages for the Volunteer Satisfaction Survey, sorted from highest satisfaction 

to lowest, are summarized in Appendix F. Out of the 20 items, 14 scored above a 5, indicating 

high satisfaction amongst the field force. Figure 3 displays the top two scoring items which scored 

above a 5.9 on the Likert scale: the fit of the volunteer work to my skills (Item 17), the freedom I 

have to decide how to carry out volunteer assignments (Item 20).  

Figure 3 

Two Highest Scoring VSI Items 
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The average level for VSI item 17 Satisfaction Level with the fit of volunteer work to my 

skills is 5.98 with a mode of 7. Average for VSI item 20 Satisfaction Level with the freedom to 

carry out volunteer assignment is 5.96 with a mode of 7. 

 The three lowest-scoring items on the volunteer satisfaction survey were below 4.9 

averages. Figure 4 illustrates these three findings. The first item was performance feedback 

provided by USMA Admissions (Item 4), USMA Admissions acknowledging volunteer work 

(Item 5), and the degree to which USMA communicates goals and objectives to the Field Force 

(Item 7). 

Figure 4 

Three Lowest Scoring VSI Items 

 



43 

 

 

Abel, Affinito, Banegas, and Imoudu            December 4, 2024 

The average for Item 4 Satisfaction Level with Feedback Provided by USMA Admissions 

is 4.2. The item peaks at neutral responses with a mode of 4. The average for item 5 Satisfaction 

Level with Acknowledging Work is 4.4 with a mode of 4. Item 8 Satisfaction Level on the degree 

to which USMA Communicates Goals and Objectives to Field Force averaged 4.62. This item had 

a mode of 6.  

Despite not being in the top or bottom of the VSI, we highlight Permission Allowed to 

Complete Work (Item 9), the Chance to Utilize Knowledge and Skills (Item 12), and Ability to do 

the Job as Well as Anyone Else (Item 13) due to these items reinforcing findings found in the 

interviews. These three items are discussed further in the findings section. 

Figure 5 

Permission Allowed to Complete Work, Ability to do the Job as Well as Anyone Else, The Chance 

to Utilize Knowledge and Skills 
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The average for Item 9 Permission Allowed to Complete Work is 5.4 with a mode of 6. The 

average for item 12 Ability to do the Job as Well as Anyone Else is 5.8 with a mode of 6. Item 13 

The Chance to Utilize Knowledge and Skills averaged 5.8. This item had a mode of 6.  

The Mentoring Competency Assessment’s items measured skills in the two dimensions of 

maintaining effective communication and addressing diversity. We completed descriptive 

statistics for the seven items and averaged the skill levels of the respondents (N=254).  

Figure 6 

Mentoring Competency Assessment: Communication and Addressing Diversity Components 

 

The highest scoring skill was establishing relationships based on trust, with an average of 

6.13, followed by active listening, with an average of 6.00. The lowest scoring skill was taking 

into account biases and considering how personal and professional differences may impact 

expectations, with averages of 5.67. All questions remained within the average standard deviation 

between .9 to 1.2, showing low variability in responses.  All seven items had negative skewness 

between -.9 and -1.17, showing that many of those responses landed in the very skilled to highly 

skilled categories.    
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The survey asked about Field Force members' familiarity with the admissions process. The 

three questions concerned Field Force members' feelings on preparedness after training and the 

frequency of attending training sessions. We completed descriptive statistics and summarized the 

data below (N= 249). 

Figure 7 

Field Force Survey Respondents’ Feelings of Preparedness After Initial Training 

 

The average feeling of preparedness (Q6) was 5.46 with a mode of 6 and a negative skew 

distribution indicating high levels of feelings of preparedness. 

Figure 8 

Frequency of Field Force Attending Training 
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Figure 9 

Number of Events Attended by Field Force During a Recruiting Season 

 

Questions 7 and 11 of the survey gauged the involvement levels of Field Force members 

in relation to training and recruitment. These two questions stemmed from reports from the 

interview concerning a disparity between involvement across districts. Concerning training 

attendance, the survey found that most respondents attended training annually (n=237), followed 
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by quarterly, monthly, and never. The “never” option constituted 18% of the responses. We found 

the average number of events attended was 6.8, with a standard deviation of 7.9 (n=186). The 

majority of the values lie between 0 to 6 with a negative trendline. Two events per season was the 

mode and accounted for 13% of respondents with three at a close second with 12% of respondents. 

Contact between cadets and the Field Force volunteers was a salient theme during the 

interviews leading up to the survey. We analyzed the frequency, duration, and methods of contact 

between Field Force members and prospective cadets, as shown in Figures 10, 11, and 12 below.  

Figure 10 

Frequency of Contact between Field Force and Prospective Cadets 
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Figure 11 

Contact Methods between Field Force and Prospective Cadets 

 

 

Figure 12 

Length of Time Spent with Prospective Cadets 

 

Concerning frequency of contact (N=251), the “other” selection had the highest percentage 

at 44% (n=110), with “once a month” coming in second with 31% (n=78). Results for the “other” 

category were highlighted in the open-ended analysis section above and included remarks such as 
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“when needed,” “when they contact me,” or “for the interview only.” In addition, while 6% had 

contact once a week, 6% also reported having only one contact.  For the form of contact (N=249), 

we found email (n=134, 54%) was the most used, followed by phone (n=60, 24%) and face-to-

face (n=42, 17%). Zoom was the least used form of contact (n=12, 5%). Analyzing the duration of 

contact, we found that most respondents kept their contact either between 30 to 60 minutes (n=105, 

42%) or under 30 minutes (n=97, 39%). 

Questions 8 and 9 asked respondents to self-report how many applicants they have helped 

through the admissions process and how many of those they have helped receive admission into 

USMA. Responses ranged from a couple hundred to a few thousand. We decided to discard these 

two questions due to their self-reported free-text nature and the extremely high numbers, which 

would not provide valuable data for our project questions.  
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VIII. Discussion of Findings 

 Eight primary outcomes reflect the findings of this project: (1) Field Force members’ 

involvement varies from member to member, (2) there is a high variability in Field Force training, 

(3) Field Force skills and knowledge are well suited to the work, (4) Field Force members are less 

satisfied with USMA’s overall communication, (5) Field Force members believe themselves to 

have strong mentoring abilities, (6) Field Force members highly value communicating with 

prospective cadets, (7) Field Force members believe the most promising practices to help 

prospective cadets include a personal approach with early and frequent contact, and (8) Field Force 

members desire routine use of outcome metrics for quality improvement. These findings, depicted 

below, are explained with evidentiary data from interviews and surveys for each question posed.  

 

PQ 1A. How do Field Force members perceive their volunteer experience? 

Finding 1. Field Force members highlight that they determine their own level of involvement 

with the prospective cadet, with the degree of involvement varying from member to member. 

While there is a minimum expectation of an interview, the Field Force member’s level of 

involvement with the prospective cadet varies widely and is determined by each individual Field 

Force member. The Admissions department’s minimal expectation involves the Field Force 

member contacting the prospective cadet to arrange for an interview, when main areas of the 

application are complete, and/or when the application is identified as “competitive.” To review, 

the prospective cadet’s application level is determined by completed sections of the application, 

submitted grades and scores, as the subsequent notes from the Field Force interview are provided 

to the admission office to assist the office in their final evaluation. There is an understanding that 

some Field Force members will have little to no contact with the prospective cadet and their only 
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involvement will consist of the interview or appearing at the high school graduation to 

commemorate the cadet’s acceptance to USMA. This was described as some “volunteers go 

through the motions.” Others mentioned that the Field Force member’s involvement is to answer 

questions but not necessarily initiate the contact because the initiative in the application process 

should be demonstrated by the prospective cadet, as the progress in completing the application 

successfully should also be an independent reflection of the prospective cadet’s qualifications. As 

one Field Force member may just interview the prospective cadet, another may not only interview 

the prospective cadet but will also track the prospective cadet’s progress along the application, and 

review areas of weakness. Another Field Force member may take on all of these tasks and also 

provide referrals to help candidates improve their test scores and their performance on the 

Candidate Fitness Assessment (CFA). The level of involvement rests on what “the volunteer 

makes it.”  

Apart from the interview, expectations for Field Force volunteers are not consistent, and 

there may be challenges with establishing expectations or standards. For example, in one 

interview, one participant mentioned that setting a greater expectation is not necessarily a feasible 

option because the Field Force workforce consists of volunteers. In another interview, one 

participant acknowledged the hesitancy to make higher demands or expectations of Field Force 

members because they are volunteers, although they ultimately disagreed with this approach. This 

participant further explained that in their respective district, Field Force members are dedicated 

and subsequently understand that they have a responsibility and involvement with the prospective 

cadet by preparing and helping the youth make important decisions in their life. 
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Finding 2: While Field Force members express being prepared and having strong abilities, they 

perceive high variability in their training content, delivery, and attendance.  

 Findings indicate that training in the Field Force program varies across districts. Both 

survey and interview results reinforce the variability in training attendance and how training is 

conducted. Admissions staff explained that they schedule Field Force training monthly online, but 

participation is optional. Furthermore, there is no standardized onboarding procedure to ensure a 

baseline in knowledge and training. Onboarding training across districts varies, with some districts 

creating “comprehensive PowerPoint presentations” while others rely on email or other less 

personal approaches. The survey highlighted the variability in Field Force attending training, with 

12% attending monthly, 32% attending quarterly, 38% attending annually, and 18% reporting 

never attending training. Taking together the Field Force who report attending training sessions 

only annually or never accounts for 56% of the Field Force member corps.  Despite the variability 

in training, the Field Force volunteers largely reported feeling prepared to do the job. The 

Mentoring Competency Assessment reinforced these findings by showing self-reported high skill 

levels across all items. Despite the confidence in the ability of the Field Force to mentor, some 

interviewees expressed frustration at the variability across districts. Admissions staff repeatedly 

noted that it is challenging to make sure all districts are informed of policy changes and strategies 

for maximizing engagement with the potential cadets, and proper standardized training became a 

solution to the persistent problem. 

 

Finding 3. Field Force members perceive that their skills and knowledge are well suited for 

their volunteer work, as they enjoy the freedom to perform tasks with a high degree of autonomy. 
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 Field Force members report high levels of satisfaction with their volunteer experience 

matching their skill set and the ability to use their skills autonomously. According to the responses 

in the VSI section of the Field Force survey, 55% of respondents felt  they were mostly satisfied 

or very satisfied with the level of permission allowed to complete volunteer work; 72% reported 

that they were mostly satisfied or very satisfied with their chance to utilize their knowledge and 

skill in their volunteer work; 70% reported being mostly satisfied or very satisfied with their ability 

to do their volunteer work as well as everyone else; 74% reported that they were mostly satisfied 

or very satisfied with the level of volunteer work fitting their skills; and 76% reported that they 

were mostly satisfied or very satisfied with the level of freedom they had to carry out their 

volunteer assignments. These findings are consistent with Field Force member interviews, during 

which volunteers reported high levels of satisfaction with structuring their activities around the 

needs of their unique congressional districts. 

 

Finding 4: The VSI revealed that the relationship between USMA Admissions and Field Force 

regarding feedback, acknowledgment, and communication of objectives and goals was the area 

with the lowest satisfaction levels. 

Interviews with key leaders and Field Force members also support this finding. While the 

VSI indicated a high level of satisfaction on most items, our analysis indicates a concerning trend 

in the relationship between USMA admissions and Field Force. The relationship with the partner 

organization dimension of the VSI contained the three items with the lowest satisfaction ratings. 

These findings aligned with the interviews completed, where feedback, communication, and 

recognition became salient themes. The item with the lowest satisfaction score was how the 

organization provides feedback to Field Force members. This item had the lowest average score 
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of 4.2 and peaked at a neutral response of 4. The item was also the most symmetrical, with a 

skewness of -0.058, indicating low variability among respondents. The second lowest-scoring item 

concerned how admissions acknowledge the work of the Field Force. This item had an average of 

4.4 and peaked at neutral responses and a mode of 4. During interviews, some Field Force members 

confirmed the findings from the survey, explaining there is no formal system of recognition from 

admissions. Districts took it upon themselves to employ reward systems to recognize high 

achievement. The third item concerned how admissions communicate their goals and objectives. 

This item averaged 4.26 and peaked at negative responses with a mode of 4. The shape of this 

graph has a negative skew of -0.37 with a platykurtic distribution, indicating more variability in 

the responses than the previous two items. Interviews reinforced the survey findings. One of the 

district representatives we interviewed explained that no defined metric for success exists. They 

suggested that Admissions need to provide them with a quota or explain if they are doing well or 

not. Combining the findings of the two data points indicates a need for more general guidance and 

direction from the admissions department to the Field Force.   

  

PQ 1B. How do Field Force members perceive their mentoring abilities? 

Finding 5. Field Force members perceive that establishing a relationship based on trust, actively 

listening, and providing constructive feedback are their strongest mentoring abilities. 

Similar to the responses to the VSI, the responses to the Mentorship Competency 

Assessment were generally positive, with the volunteers expressing confidence in their abilities. 

Three abilities were shown to be the highest, revealing that many Field Force members felt that 

they were very skilled in the areas of establishing a relationship based on trust (average 6.13), 

actively listening (average 6), and providing constructive feedback (average 5.98). For these 
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abilities, most responses included “5-skilled,” “6-very skilled,” and “7-extremely skilled.” While 

the members were provided a scale from 1-7 with a N/A option, no one selected “1-not at all 

skilled,” in these areas, and very few indicated that these abilities were not applicable. Specifically, 

19 responded “N/A” for establishing relationships based on trust, 18 for active listening, and 21 

for providing constructive feedback. Definitions or examples of the abilities were not described 

other than what was listed in the survey, and Field Force members were not given any other 

instructions other than to scale their own skill in the referenced ability.  

  

Finding 6: Field Force members value communication. However, the communication type, 

frequency, and medium differ. 

Members had an overall positive perception of their mentoring abilities in the MCA survey 

component maintaining effective communication. Responses to the four skills of effective 

communication ranged from 5.72 to 6.13 on the 7-point Likert scale. On question 10 of the open-

ended survey responses, the word communication or words synonymous with communication 

appeared most often, specifically 100% of the time, indicating a level of importance for this 

interaction. Ideas of how to communicate and how often to communicate vary. Question 12 

underscores the variability in communication. 6% of respondents contacted cadets once a week 

while 31% made contact once a month. The option for “other” received the most responses with 

44%. The responses in the “other” category ranged from “daily” to “per the district coordinator’s 

instructions, only when asked.” Analysis indicates that 30% of Field Force who selected “other” 

communicate with their prospective candidates “when needed.” The responses vary in a way that 

indicates an unclear expectation of communication. Through the interviews, one effective strategy 

was to initiate immediate and frequent contact with prospective cadets weekly or at least twice a 
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month. This suggestion indicates a clear number of contacts with prospective candidates. 

Consistent with research, clarifying the number and times of communication in a mentor 

relationship increases the effectiveness of the mentoring program (Karcher, 2005).  

 Additionally, the component that scored the lowest on the MCA 21 category of 

communication was “identifying and accommodating different communication styles” with an 

average score of 5.72. Despite being a high score on a 7-point Likert scale, 5.72 was still the lowest 

self-reported communication skill. Analyzing the form of contact between prospective cadets and 

Field Force provides some insight into the lower score in accommodating different communication 

styles. The most used form of contact was email with 53% responses followed by phone with 24%. 

Face-to-face and Zoom were used by 16.8% and 5.2% of the respondents respectively. Studies of 

communication habits of Generation Z show email and phone are their least preferred form of 

contact (Janssen & Carradini, 2021). This disparity highlights the difference between how Field 

Force makes contact and how the target demographic, Gen Z, prefers contact. 

  

PQ 2. What promising practices could Field Force members employ to assist 

prospective cadets through the application process at USMA? 

Finding 7. The most promising practices identified by the Field Force members include a 

personal approach with early and frequent contact by providing guidance on college and 

academic goals, assessing progress along the application, and providing resources or college 

preparation referrals. 

Participant interviews and survey results identified several effective practices, all of which 

include an approach tailored to the prospective cadet’s needs. As a “trusted advisor,” the Field 

Force member helps the prospective cadet develop their college/academic goals and assesses the 
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prospective cadet’s fit with USMA. Both the interviews and surveys acknowledge that the 

application process is challenging, and the Field Force member provides “mentoring through the 

process,” and helps to “navigate from start to finish.” One survey response mentioned “individual 

counseling,” and in an interview, one participant described taking on a “support role.” It was also 

mentioned several times that the Field Force member explains the application process, and reviews 

timelines by using forms or other tools, along with routine meetings with the parents, high school 

staff, and community members. Additional promising practices that were identified included 

subsequently reviewing the application and the required steps with the prospective cadet to address 

overall areas of growth, tasks, and resources to meet the application requirements, along with 

preparing the prospective cadet for the congressional interview. Common resources or support 

provided to prospective cadets included referrals to gyms or SAT prep courses.  

 Early and immediate contact that is frequent and described as “weekly check-in,” “close,” 

and “constant” were consistently mentioned throughout the surveys and interviews. While early 

and frequent contact were highlighted as promising practices, these practices were the least 

reported in the survey results. For example, among the choices of “every week,” “every other 

week,” “once a month,” and “other” for frequency of contact, “other” was the most frequently 

cited. The “other” option encapsulated such remarks as “when needed,” “when they contact me,” 

or “for the interview only.” Similarly, there is no consistent expectation or consistency of practice, 

yet effective strategies were enumerated by participant interviews.  

A complete list of effective practices is provided in the data analysis section. These effective 

practices also corroborate those best practices found in the relevant research. The research 

highlights the supportive nature of a mentor, early and frequent meetings, explaining and 

reviewing the steps of the application, and different virtual options.   
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Finding 8. Other promising practices identified by Field Force members was collecting and 

analyzing data to improve processes, increase the number of qualified candidates applying to 

and accepting admission to West Point, and encourage community members associated with 

The Academy to join the Field Force. 

 Leadership representing three of the Field Force congressional districts revealed during 

interviews that their district had been, for several years, tracking Field Force member and 

prospective cadet data, including gender, ethnicity, interview and fitness assessment status, 

standardized test scores, and level of engagement. Field Force members in these districts perceived 

this tracking to be immensely beneficial as Field Force members play a crucial role in shaping 

grassroots efforts within congressional districts, particularly in capturing the dynamics of member 

activities, prospective cadet outreach, and enrollment trends. The volunteers gain valuable insights 

into the applicant's preferences, concerns, and issues relevant to congressional districts by 

interacting with potential and prospective cadets thus allowing personable relationships and 

specialized coordination of events with high school counselors and administrators. These 

activities, inadvertently, enhance the long-term relationships between West Point and individual 

high schools. Thus, the cooperation between the Field Force members, future cadets, and the 

community as a whole only strengthens USMA’s enrollment strategies. 
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IX. Recommendations 

Based on the findings of this project, five recommendations were identified. These five 

recommendations serve to optimize the Field Force program’s effectiveness in supporting 

prospective cadets and increasing the number of qualified applicants applying and accepting 

admission offers:  (1) formally define the Field Force’s purpose, structure, and goals, (2) improve 

volunteer training through incentivized modules, (3) improve vertical communication with Field 

Force through regular feedback on goals and progress, (4) implement an appreciation program, 

and (5) establish key performance indicators to measure outcomes and successes across 

congressional districts, regions, and West Point at-large.  

 

Recommendation 1: Formally define the Field Force’s purpose, structure, and goals. 

 We recommend a formal document defining the Field Force’s purpose, structure, and goals. 

An effective volunteer program “rests on a serious consideration by the agency of the rationale for 

citizen involvement and the development of a philosophy of policy to guide this effort” (Brudney, 

2016). We recommend that USMA could begin defining Field Force by identifying the desired 

results of the program through an explicit statement of goals, the purposeful placement of Field 

Force within the admissions structure, and key contacts (Brudney, 2016).  

Next, create a list of clear expectations to be accomplished for each Field Force member 

that will be contained within a “written description of that work” (Herman, 2005). Interviews 

indicated various definitions of the role of a Field Force member with open-ended questions using 

terms such as advisor, advocate, coach, counselor, guide, motivator, shepherd, partner, support, 

and mentor. We suggest clearly defining the role of Field Force in relation to the prospective cadet. 

This can be done using the following guiding principles: the work is meaningful, the work gives a 
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sense of autonomy, the work is part-time to fit a volunteer’s life schedule, and the work fits 

USMA’s strategic goals, mission statement, physical logistics, and management procedures 

(Herman, 2005). Interviews revealed hesitations about enforcing specific guidelines for someone 

in a volunteer position. However, a formal description of setting high standards for volunteers 

“demonstrates that the agency takes their participation seriously” and “builds trust and credibility” 

(Brudney, 2016).  

 

Recommendation 2: Improve volunteer education and preparation through incentivized 

and gamified training modules that implement feedback and rewards to encourage 

engagement and completion. 

 It can be stated that the effective volunteer training programs are student-centered and use 

a combination of approaches, including incentivized and gamified learning modules, to ensure that 

participants are well informed (Kerka, 2003). Elements such as points, badges, and leaderboards 

where people are rewarded for their contributions, can make training exciting and engaging, thus 

improving learning and relationships across teams (Landers et al., 2015). When designing training 

content, identifying the needs of the volunteers and their backgrounds, skills, and interests helps 

to create a tailored experience (Kerka, 2003; Walk et al., 2015). Online modules should be 

designed in a way that ensures that all multiple learning styles are addressed to enhance 

participation (Skurkova et al., 2014). Additionally, incorporating real-life scenarios and role-

playing exercises helps volunteers apply their knowledge in practical settings, making the training 

more relevant and memorable (Walk et al., 2015). 

Recommendation 3: Improve vertical communication with the Field Force through 

regular feedback on goals and progress.  
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 Communication is an “important predictor of volunteer engagement and commitment” 

(Trent et al., 2020). Value is added to a volunteer’s social contract through vertical communication, 

referred to as upward and downward communication. Upward communication describes the flow 

of communication from the volunteer up to the organizational members. This path of 

communication gives the volunteer the opportunity to provide input, which tends to result in an 

increased feeling of belonging and a decreased sense of burnout and frustration (Trent et al., 2020). 

Downward communication established a pattern of correspondence from the organization to the 

volunteers, which resulted in feelings of engagement and commitment (Trent et al., 2020). Using 

both upward and downward communication helps to establish a “psychological contract” (Trent 

et al., 2020). To accomplish this, we offer the following suggestions: 

1. Create a monthly newsletter that welcomes new volunteers and spotlights the positive ideas 

and accomplishments in regions or congressional districts that meet goals and objectives. 

This creates a pathway of downward communication that shows recognition of progression 

within the Field Force. Using a newsletter is one type of communication that highlights 

objectives, raises awareness of organizational goals, and builds trust (Windon et al, 2024). 

2. Provide space for Field Force to provide upward communication. Allowing a place to voice 

opinions, ideas, or input on goals and progress can “heighten perceived procedural 

fairness” (Avery & Quiñones, 2002). Methods to collect this type of feedback might 

include surveys, group discussions, or personal interviews.  

3. Create an evaluation program that gives individual feedback. The evaluation program 

should emphasize the established Field Force purpose and goals. Creating a system of 

evaluation brings merit to volunteer work (Brudney, 2016; Herman, 2005). It also allows 

members of the Field Force to identify and develop new skills (Brudney, 2016). 
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Recommendation 4. Implement a volunteer appreciation program. 

 In a successful volunteer program, volunteers are “accorded appropriate recognition” 

(Brudney, 2016). A volunteer appreciation program increases the cost-benefit social exchange for 

the volunteer bringing motivation for effective outcomes and longevity of volunteer service. Best 

practices for organizations using volunteers emphasize a strong appreciation program that may 

include the following: 

1. Create title changes to show promotion from reaching Field Force goals (Herman, 

2005). 

2. Award certificates for years of volunteer service (Herman, 2005). These 

recognitions can also be included in the monthly newsletter mentioned in 

Recommendation 3.  

3. Write thank you notes to volunteers. Volunteers respond well to  “a personal touch 

to communication,” adding to a positive volunteer environment (Billes, 2007). 

Research also shows an increase in the perceived value of the volunteer and the 

value felt from the community for volunteers when thank you cards are written and 

sent (Gui et al., 2022). Additionally, a personal phone call or face-to-face visit can 

be motivational (Billes, 2007). 

The key to a volunteer appreciation program is to give the volunteer a sense of value. 

 

Recommendation 5: Establish standardized key performance indicators (KPIs) to track 

prospective cadet data and measure outcomes of Field Force members across 

congressional districts, regions, and West Point at large. 
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Field Force leaders from congressional districts implemented both prospective cadet and 

volunteer tracking alongside detailed data analysis reported high levels of volunteer satisfaction. 

They were also pleased with the applicants’ quality and matriculation into West Point. Tracking 

methodologies differed across regions. However, standardized key performance indicators (KPIs) 

could be implemented at the district level for local and national performance evaluation. In 

volunteer management, metrics are used to monitor data and evaluate results to ensure that a 

volunteer program runs smoothly and meets its objectives (Badawy et al., 2018; Lipsey & Cordray, 

2000; Sechrest & Figueredo, 1993). This methodology improves the organization's effectiveness 

while promoting accountability, openness, and involvement among stakeholders and volunteers. 

1. Assessing effectiveness. One of the leading reasons to utilize metrics is to evaluate the 

effectiveness of volunteer initiatives. Organizations can quantify their impact by 

establishing KPIs, such as volunteer hours contributed, the number of beneficiaries served, 

and the types of activities completed. Doing so would allow Field Force program 

administrators and congressional district leaders to carry out more thorough program 

evaluations and assess the degree to which they are meeting goals and objectives and 

impacting the communities they serve (Brudney & Nezhina, 2011). 

2. Tailoring strategies to local needs. The Field Force is structured similarly to a multi-

location volunteer program, and each congressional district faces unique and distinctive 

challenges and opportunities. Tailoring strategies to address the needs of each district 

enables a targeted approach that ensures efficient resource allocation and allows a more 

significant impact across all locations (Brudney, 2016; Brudney & Nezhina, 2011; Brudney 

& Yoon, 2021). 
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3. Implementing informed decision-making. Measuring KPIs facilitates informed 

decision-making and would allow the Field Force to make evidence-based decisions 

concerning resource allocation, program development, and volunteer training, thus 

maximizing impact and ensuring responsiveness to communities served (Skurkova et al., 

2014; Walk et al., 2015). 

4. Enhancing accountability and transparency. Data tracking enhances organizational 

transparency at a time when stakeholders are insistent on accountability (Lipsey & 

Cordray, 2000). It is important for volunteers, donors and community members to know 

how resources are being used and what results are being produced. Organizations can 

effectively improve their image, as well as the relations with their stakeholders, by sharing 

success stories and measurement parameters (Walk et al., 2015). This transparency is 

especially helpful when looking for funds since the potential donors will only fund 

programs that are effective and which have a proper management of resources if they are 

to be measured against certain success rates. 

5. Boosting volunteer engagement and retention. Offering volunteers insight into where 

and how their contributions are making a difference, whether through the number of 

prospective cadets admitted or other milestones achieved, offers motivation, strengthens 

purpose, and boosts retention. (Walk et al., 2015). 

6. Continuous improvement. Finally, KPIs provide a foundation for a culture of continuous 

improvement (Garcia & Cerado, 2020). Thus, organizations should periodically evaluate 

the data to determine trends, problems, and possible areas for improvement. In the case of 

a certain location or a certain congressional district performing below the expected level, 

the leaders can investigate to find out the cause and come up with solutions. This is because 
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this is a never-ending process of evaluation and adjustment so that the volunteer programs 

can continue to be relevant in the community. 
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X. Limitations 

A key potential project limitation involves data collection. The survey data consisted of 

self-reported insights and personal perceptions. The Mentoring Competency Assessment collected 

data on the perceived effectiveness of communication and addressing diversity. Similarly, the 

Volunteer Satisfaction Index reported opinions on volunteer satisfaction. These subjective 

responses were depicted in Likert scales. The Likert scales helped identify perceptions or 

sentiments that might hold a social desirability bias, as those who chose to complete the survey 

tended to report their skills and attitudes positively. In addition, the Likert scales do not reveal 

motives or reasons behind actions or thoughts.  

An additional limitation to this project may be found within the research samples and the 

selection of the interviews. Interviews were given to a small sample size of participants selected 

by USMA Admissions leadership. Although this approach helped us gain knowledge of the Field 

Force, identify practices of the Field Force, and understand motivations to belong to the Field 

Force, the data collected represented a small number of those involved in Admissions or the Field 

Force. The small number of interviewees selected did not capture a full range of Field Force 

perspectives, limiting generalizability.  

This project had a limited sample size for interviews and participants in the survey due to 

USMA compliance constraints. Additional projects may want access to the prospective cadets or 

first-year cadets. These sample populations would give objective survey answers to the 

effectiveness of the Field Force and add a depth of understanding reaching beyond this project’s 

perceptions. 

A fundamental problem identified by the parent organization concerns the lack of diversity 

in race, gender, and age within the Field Force, which may impact efforts to recruit 
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underrepresented groups into the USMA. The survey data revealed a predominantly older white 

male demographic among respondents, though no specific metrics were available to assess its 

positive or negative influence conclusively. Our research highlighted studies showing the benefits 

of older mentors and volunteers despite interviews with Field Force members and other 

stakeholders yielding mixed perspectives (Turner & Scherman, 1996). While some interviewees 

expressed concerns over the diversity gap, others viewed it as inconsequential. This inconclusive 

finding was also reflected in the MCA component, Addressing Diversity. Although the lowest 

scores in the MCA were in items such as biases and considering how personal and professional 

differences may impact expectations, the difference between the highest and lowest scoring items 

was minimal, as many responses reflected high skills across the MCA. Further research must 

validate these perspectives and assess the relationship between Field Force diversity and 

recruitment effectiveness.    
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XI. Conclusions 

The projected enrollment cliff that U.S. universities are facing has been attributed to a 

sharply declining birth rate and a changing demographic, which, in turn, appears to be lowering 

the number of high school graduates flowing into the college application pool. This will lead to 

the financial unsustainability of many organizations and increased competition between 

universities for the best students. This is a challenge which can only be addressed by new 

approaches if these institutions are to have a chance of surviving. Alumni volunteer organizations 

are one of the practical solutions to these challenges that have been identified. Such organizations 

can serve as a strategic tool for improving university outreach, thus increasing the pool of qualified 

applicants and the number of students who enroll. Alumni bring valuable perspectives and 

experiences that are relatable to prospective students, especially for those who may feel 

apprehensive about the admission process or the college atmosphere. In this way, through the roles 

of shepherds, mentors and advocates, the alumni can bridge the gap between the prospectus and 

the institution. 

Volunteer programs, such as the Field Force, can play a critical role in promoting diversity 

in the student body by strategically fostering relationships with underrepresented groups living 

within congressional districts. In turn, this specific help from alumni and other community 

members may be helpful for the underrepresented students to deal with the process which is 

sometimes quite challenging and confusing. In this way, a proactive approach also contributes to 

the creation of a more setting. Many universities have complex enrollment procedures that can be 

quite confusing to the applicants. Thus, the volunteers should undergo comprehensive training to 

help them understand the current trends in admissions, how to answer any questions that the 

candidates may have, and how to accompany them through all the stages of the process, including 
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the creation of personal statements and preparation for interviews. This support can help make the 

admissions process less complex and, thus, help candidates to feel confident to market themselves. 

In establishing the Field Force as a structured and formalized program, West Point can 

create a systematic approach to volunteer engagement that includes regular evaluations of the 

program’s practices. This assessment will enable the university to monitor the success of the 

outreach and support initiatives and link them with student enrollment and retention. The 

establishment of the Field Force ensures the continuity of the work of volunteers and establishes 

accountability for it. Defining success metrics allows West Point to understand the impact of its 

volunteers in enhancing the institution’s goals of attracting and keeping students, particularly those 

from underrepresented groups. This data-driven approach will enable the institution to 

continuously refine its practices to keep volunteer initiatives aligned with the greater mission and 

objectives. Such creative strategies can help to ensure the success and sustainability of West Point 

and other institutions looking to overcome the negative effects of the enrollment cliff. 
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Appendices 

Appendix A 

 

Draft of USMA Admissions Process Map 
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Appendix B 

Interviews: General Participant Information 

Participant # Time in Role West Point Alum Gender 

1 2 years Yes F 

2 20 years Yes F 

3 20 years Yes M 

4 3 years No M 

5 3 years Yes M 

6 20 years Yes M 

7 1 year No M 

8 31 years Yes F 

9 44 years Yes M 

10 25 years Yes M 

11 2 Years Yes M 

12 3 Months Yes F 
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Appendix C 

 

Semi Structured Interview Questions 

 

This project uses a mixed methodology to analyze and provide insight into the Field Force 

volunteer program at USMA. This interview will be approximately 30-45 minutes and 

concentrates on actions, behaviors, tools, and other policies and practices concerning the Field 

Force volunteer program and admission to USMA. We would like to record the interview for 

later analysis. You can elect to terminate the interview or recording at any time, and we will 

comply. Content will be confidential, and while content will be shared with the academic 

advisor, no identifying information will be submitted in the final project.   

 

1. How would you describe the relationship between the Field Force members and 

prospective cadets? 

2. What techniques have you witnessed effectively guide and mentor prospective candidates 

to USMA? 

3. What do you feel the Field Force Volunteers do that is most helpful for the candidates? 

4. What issues have you seen present themselves when recruiting candidates for USMA? 

5. What changes would you make to help prospective candidates and recruitment? 

6. What is the biggest challenge for marginalized candidates when applying to USMA? 

7. How does USMA recruit Field Force Volunteers? 

8. How do you think USMA can attract younger alumni to volunteer as Field Force 

Volunteers? 

9. Do you think that the Field Force Volunteer program needs to be more diverse? If so, in 

what ways? 

10. Please describe the Field Force Volunteer training, and how frequently do Field Force 

Volunteers participate in training? 

11. What other information would you like to share or would be important for us to know? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



83 

 

 

Abel, Affinito, Banegas, and Imoudu            December 4, 2024 

Appendix D 

Field Force Survey 
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Appendix E 

Aggregate Interview Topics and Groupings 

Mentioned in Interview Responses Topics 
(Deductive and Inductive) 

Salient Groupings  

Variability in how each region operates Field Force Structure Field Force Duties and 

Relationships 

Difficulty managing volunteers; Low expectations Volunteer management Training/Expectations 

Underutilization of MALO Field Force Structure Recruitment/Onboarding 

Agreed Low Expectations Messaging and Expectations Demographics  

Minimum requirement-all Field ForceV complete the 

interview  

Field Force Duties and 

Relationships 

Application Process 

Field Force representatives have their own approach; 

rogue;engagement levels vary, wide continuum 

Field Force Duties and 

Relationships 

Promising 

Engagement/Strategies 

Inadequate Field Force training Field Force Training Structure 

Field Force not trained to be mentors but are possibly 

willing 

Mentorship training  

Marginalized students/regions/zip codes are neglected Mentorship for marginalized 

students in priority areas 

 

No formal writeup of what the Field Force is Program evaluation  

Mentorship vs. transactional relationships Field Force Duties and 

Relationships 

 

Most effective volunteers share similar strategies 

(belief in USMA and mission, early and often 

contacts) 

Promising Strategies 

(relationship) 

 

Recruitment of more diverse and younger Field 

ForceVs/Utilization of the AOG 

Recruitment  

Increasing engagement of students who initiate the 

application but then disappear 

Student engagement  

Recruitment is more by referral, word of mouth Recruitment  

Field ForceVs as "Trusted advisors" Field Force Duties and 

Relationships 

 

Field Force establishing relationships with more high 

schools 

Student recruitment; Field Force 

Training 

 

Field Force branding problem Program evaluation; Field Force 

Structure 

 

Decentralized admissions process Application Process  

Field Force onboarding Field Force Training  



89 

 

 

Abel, Affinito, Banegas, and Imoudu            December 4, 2024 

Incentivising and recognizing FF Volunteer management  

Defining success for the FF Program evaluation  

Regional commanders are temporary positions; Field 

Force are long-term 

Field Force Structure  

Volunteer application process Field Force Recruitment  

Challenging Application Application Process  

FF  homogenous group in age, ethnicity, and gender Demographics  
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Appendix F 

Volunteer Satisfaction Survey Averages 

 

 


