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ABSTRACT

Structured interviews were conducted with 79 Army recruiters to obtain information
on the nature of recruiting duty, as a basis for developing hypotheses on the personal
characteristics and job behaviors associated with recruiter success. Illustrative findings
show that high prodU, ers (a) are less likely than low producers to cite "independence" as
a source of jot) satisfaction, (b) tend to complain more about their long hours of work,
(c) raention less often that. they had trouble communicating effectively, and Ad) describe
themselves less often as "empathetic." Responses describing "successful" and
"unsuccessful" recruiters atIpeared to reflect only stereotypical notions. Prospecting and
selling tec-hniques are described, and recruiters' opinions on training and selection
are reported.
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SUMMARY AND CONCLUSIONS

PROBLEM

With the termination of the draft, tilt, Army's need to maximize the effectiveness of
its recruiting operation is clear. A highly critical element in this overall operation is the
individual recruiter. " ie research reported herein was the first phase of a project aimed at
maximizing tilt., effectivenss of re-ruiter solectio and t-aining procedures.

OBJECTIVE
STIh objective of the resoartch Was to detve1lop ypo0thesesV' concerning the personalI!

characteristics and jot) bvhavio~r associated with recruiter success.

APPROACH

T Structured interviews were conducted with a sample of 79 recruiters, all from the
Third Recruiting District Th't sample was selected so as to include subjects with high,
average, and low records of success, in ternms of percentage of nuota achieved.

The interviews solicited the following kinds of information from recruiters;
(a) background characteristics; (b) suggestions regarding recruiter selection and training:
(c) successful prospecting and selling t-echniques; (d) attitudes toward the job; anti

-.. (e) descriptions, in terms of the above categories, of a successful and of an unsuccessful
recruiter known to the respondent.

"Responses were coded, categorized, and analyzed to show: (a) personal charac-
teristics and job behaviors that are related to recruiter production records and

* (b) personal charactteristics and job behaviors that are attributed (by the respondents) to
-. successful and unsuccessful recruiters of their acquaintance. In addition, quantitative

information Ioncerning recruiters' attitudes and opinions was obtained and is discussed in
the body of this report.

nr I A It'r IlL *AIIDINGd

- It should be emphasized that sin'e this was a pilot study, the sample of subjects was
small and not necessarily representative of recruiters in general. T'he findings should

•- therefore be regarded as indications of possible significant relationships: actual validity I
can be assessed only by additional research.

Based on tile self-dlscription data, few charact-eristics wert, significantly related to
* production records. Among the significant findings were the following:

(1) High producers were less likely than low producers to cite "independence"
as a source of jot) satisfaction.

. (2) High producers were more likely than low producers to complain about
their long hours of work.

(3) Hligh producers more often than low producers mentioned the use of

-- Pre-induction Physical (PIP) cards and mail-outs as prospecting techniques that they had
found successful.SI-

Ii-
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(4) Il igh producers less oft en admit ted commnicnjation)1 probh'm~s.
(9)1High prodticers were, les.s likely to describe I heiiselvos inl termis that were

-oded as "niot irritabli'.' and "empathetic.''
'lihe responses made by (lth, subijec'ts inl desc-ribing a1 stuccessfil and an1 unsuccessful

rcruiter they lind known appearced l o reflect stereotypical not ions of what constituites a
good and at poor recruiter. The usefulness of these- opinions for recruiter selection is
considered to be m1argina;l.A A number of itfiosyncrat ic prospecting and selling techniques were, mentioned that
might bie worthy oif more \Nidiespread ut ilization (e.g., cuiltivating dIrivers' license
examiners o~r bowling alley managers as centers of influenice).

A number of compla;'ints re~garding recruiter mianagement practices were noted, some
(if Which might mlerit commandzlt at tent ion.

1. CONCLUSION

The pilot st udy was succvessful lin meeting its principal obijective of providing
hypothetses concern'linlg thle variables important in recruiter sclect ion and training.
hlowever, the study fintings also suggest that local situiational factors, may have such
impact '10 to preclude anl\ smilph' relationship bietween select ion variables and criterion

perfoman4e
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I. PREFACE

I Witb the termination of the draft, it is essential that the Army's recruiting effort be
maximally effective. The research reported herein was the first step in a program of
research designed to optimize the Army's procedures for selecting and training recruiters.

SThe work was carried out. as part of Work Unit RECRUIT, Sub-Unit I, Research on
Recruiting, by IlumrRlO Eastern Division in Alexandria, Virginia. Dr. Arthur J. Hoehn
was the Director of the Division (then llumRRO Division No. 7) when the research was

"I initiated; l)r. Robert G. Smnith, Jr. was the Director at completion of research. Dr.
J. Daniel Lyons is the present Director. Dr. Warren R. Graham was the Work Unit Leader
during the planning and preliminary report. W•iiOalam King ana Lenorie Whjte assisted in
interviewing, data analysis, and preliminary Meport writing. Mark D. Wood assisted in data
analysis and preliminary report writing. Dr. g gc-JL n and Mr. Wood compiled the
final report.

Work Unit RECRUTIT is sponsored by the Ulnited States Army Recruiting Corn-
mand (USAREC). Appreciation is expressed to USAREC personnel for their cooperation,

* and especially to the individual recruiters who served as interview subjects.
itumRRO research for the Department of the Army under Work Unit RECRUIT is

performed under contract D)AhIC19-73-C-00 with the U.S. Army Research Institute for
the Behainra! and Social . es. Dr..M_.A Fichl is serving as the technical monitor.
Training Research is conducted under Army Project 2Q062107A745.
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* Chapter 1

INTRODUCTION

BACKGROUND

Nov% thai lthe Army is an a~llvolunteer force, the role of the recruiter has becomeI * iiiireasng~y limportanlt in obtatining an adequate supply of manpower. The effectiveness of
thle all-volunteer Army deleivrids on its capability for renewing organizational vitality,
achieving a high level or technical expertise, and maintaining an adequate expansion
capability in timie of mobilization. All of these require a steady influx of highly qualified

1-4ersonnel. ý%ith the' vnd of the draft, both as a source of direct manpower input and as a
source of etiihstnienit proessure. the ability of the recruiter to find, attract, interest,
convince. and vinlist capabl, indilViduals is crucial. Presumably, any improvement in the
effect i vnes~.: of recruiters would result in corresponding impro3vements in the effectiveness
of the Army as a whole.

In recognition of tlie~.e consideratior , lIumlRO0 was asked to initiate a research5
programn directed iat maximizing tile 4Vffectiveness of recruiter selection and training. ThleI sturt waq initinlly %pnsnored both hiv the IL ('Q_ ontinental Army Command (CONARCI
(under whose aegis the Audjutant General's School conducts recruiter training) and by the
U.S. Army Recruiting Command (USARiIWJ, whiich is responsible for recruiter selection
and the overall recruiting opieratior.'

The initial phase of this research effort (which is reported in thle present docurn.nt)
Was a pilot StL &uly designied to provide hypotheses concerning the personal characteristics
and job behaviors associated with recruiter effectiveniess. These hypotheses would be
more rigorously t %aluated ifl su~bsequenit selection and training research.

DEFINITION OF RECRUITING

The recruiter's dunes encompass four major kinds of activities: prospeciing, initer-
viewing, selling, and preparing forms. This study concentrates on duties involving the
piersonal interactions betweeti the recruiter and his pirospectN (the first three activities).

"Prospecting" was defined to include developing prospect lists and centers of
influence, establishing community relations and publicity campaigns, and contacting
pr'ospects. -Interviewittg- was defined to include obtaining information from prospects,

informing prospects about such things as Army personnel policies, options, and benefits,
and describing training. "Selling" includes all methods and techniques used by the
recruiter to influence Ilthe prospect toward a decision to enlist.

Recruiters anti Career CoGunselors share, the same Military Occebpational Specialty
tMOS)-OOEk. Tlhe principal difference betwseen the two jobs is that the recruiter strives to
enilist rion-pri-ar service tNIS) personnel into the Army, whereas the career counselor, who
is stationed onl an Army po)st, strives to obtain reenlistmnents from personnel already in

Subseqjuent to dInt~a otlkcciirvn, CONARC. (no% the U-S. Army Training and Doctrine Command--

TRADOC') %ithrtrew it., %ptmn'orship. U'SAttE( becamec, anti voiitinties ito be, the role sponsor.

I II 9



j the srvic-. The Army Recruiter and Career Counselor Course (50100E40) at the
Adjutant General School consists of 140 hours of instruction, The first segment of the
course is 94 hours in duration and is taken by both recruiter and career counselor
students. The content is oriented toward the development of the skills and knowledges
that will enhance the effectiveness of the recruiter or career counselor in his personal
interaction with pro,;pects. For the remaining 46 hours of the course, tin, two kinds of
students are separated. Recruiter students receive instruction on Army1 ,Regulation 601-210, "Securing the Enlistment of Prospects," and career counselor
studeits receive instruction on AR 601-280, "Securing Enlistments." The present study
used a sample comprised solely of men on recruiting duty.

REVIEW OF THE LITERATURE ON RECRUITER SELECTION

A review of the relevant literature indicates that previous research has produced
little in the way of conclusive results, and virtually nothing that could be applied
operationally to improve recruiter selection and training. A crucial unresolved problem is
that of the, criterion measure. flow does one accurately evaluate recruiter success? In the
following studies, two approaches have been used. Recruiter performance has been
evaluated by prodiuctio n-vither the total number of enlistments or the percentage of
quota achieved--or by subjective ratings obtained from peers or supervisors. Both
approaches leave much to be desired.

Massey and Mullins' attempted to validate an eight-cest experimental battery for I
selection of Air Force recruiter-salesmen. Predictor variables developed from the tests
were correlated with both school success and field rating criteria. TesL iesults and
criterion measures were obtained for 965 cases. Of these, 485 were used to develop
regression weights for variables, and combinations of variables, ,-hich were then cross-
validated on the remaining 480 cases.

It was found that a combination of three scores predicted school pass/fail with a
correlation of .213. However, no combination of predictor variables for field ratings
yielded a significant correlation (p<.05). These results indicated that the tests would be
only marginally useful in predicting school performance, and not at all useful in
predicting field ratings. The study ends on a pessimistic note: "It is doubtful that any
predictor will be found to be valid against available field criteria".'

Three studies 2 ,', 4 turned up statistically significant correlations that could be of
Value 4n ti-• screening of •ecruiters... !n ea-h ce owever, the utility of these as
predictors depends on the availability of a sufficient number of qualified applicants so
that those with a low probability of success could be eliminated and still leave enough
applicants to meet manpower requirements. Another consideration is the relative cost of
keeping ineffective recruiters on the job, versus preventing potentially good recruiters
"from demonstrating their worth.

"iris j{ Massey, and Cecil J. Mullins. Validation of the Recruiter - Salesman Selection Test,

PRL-TR-66-2, Personnel Research Laboratory, Aerospace Medical Division, Air Force Systems
Command, Lackland Air Force Base, Tex. February 1966.

It 2 Milton H.. Maier. Analysis of Army Recruiting System-Selection and Training, Research
Memorandum 71-2, U.S. Army Behavior and Systems Research Laboratory, April 1971.

Leonard Wollack, and David Kipnis. Development of a Device for Selecting Recruiters, Technical

Bulletin 60.1, U.S. Naval Personnel Research Field Activity, Washington, March 1960.
S*John M. Wilkenson. Development o/ a Device for Selecting Coast Guard Recruiters, Master's
Thesis, U.S. Naval Postgraduate School, 196 1.

10
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Maler' studied the Recruiter Self-Description Blank (RSDB) as a predictor of per-
formance of Army recruiters in the field. A total of 77 cases were divided into three
criterion groups derived from supervisors' ratings: excellent, mid-range, and ineffective or
unsatisfactory. When these groups were compared with low, medium, and high categories
of RSDB scores, the results showed a correlation coefficient of "about .20." Although
statistically significant (p<.05), this correlation is too low to be of predictive value. Thus,
the predictive validity of the RSDB was found to be relatively low and the scores,
therefore, not especially accurate predictors of ability to succeed as a recruiter.

Wollack and Kipnis2 attempted to develop an objective instrument or test battery
j that would significantly increase the probability of selecting successful Navy recruiters. A

sample of 260 Navy personnel was tested during a training course for recruiters. The
experimental test battery included the Kuder Preference Record, a sports inventory, four
cognitive classification tests, and tests to determine attitudes toward a Navy career,
fluency of expression, and knowledge of Navy history and traditions. Approximately one
year later supervisors' estimates of effectiveness were obtained for these individuals at
their duty stations. Correlation of the tested variables with the criterion showed five
criterion measures that correlated positively with the Kuder Persuasive Scale: technicalK. competence (.17), willingmess to work (.18), military manner (.17), recommendation for
recruiting duty (.18), and effectiveness as a recruiter (.24). These results suggest that the
Persuasive Scale of the Kuder Preference Record may have marginal value as a screening
instrument in the selection of recruiters.

"Wilkenson3 correlated data from two tests, the Lee-Thorpe Occupational Interest
inventory and the Edwardns Personal Preference Schedule, with "sunervisors' rank order"
and "percent of quota accomplished" for 38 Coast Guard recruiters. The following five
scales on the Edwards Personal Preference Schedule were found to correlate significantly
with percent of quota accomplished.

Scales on Edwards Personal

Preference Schedule r

Aggression (tell others off, disagree, get angry,

revenge) €.54**

Exhibition (tell jokes, talk about self, be center of
¶ attention) +.40*

S.Abasement (guilty, need punishment, avoid fight,

confess errors, timid, inferiority feelings) - .53**
Affiliation (loyal, friendly, makes new friends, do

things with friends, form strong attachments) -. 50**
Nurturance (help friends, assist unfortunates, kind,

sympathetic, generous, affectionate to others) - .32*
* Statistically significant (p<.05), r>.31; **StatisticaLly significant

"�"(.n<.1), r,40.

Wilkenson concluded that although these correlations were of interest, the number
of potential Coast Guard recruiters (among whom selections could be made) was too
small to make it profitable to use these test scores as a basis for selection. That is to say,

1'Maier, 1971, op. cit.

2 Wollack and Kipnis, 1960, op. cit.3 Wilkenson, 1964, op. cit. 
.



the selection ratio (nuni,-r of positions to be filled in relation to the number of
applicants) was too large to permit effective use of predictors with this level of validity.

Two studies examined the recruiter's influence in the decision of an individual to
enlist and in his choice of service. Data presented in the U.S. Navy Recruitment Survey,
1969! concerning potitive influence of personal contacts on decision to join the Navy,
indicate that Navy recruiters may have been an important influence. Of the sample,
67c67% (4,069) said that they had discussed their enlistment plans with Navy recuiters and
were positively influenced. The data do not indicate the nature and degree of the
"positive influence."

A study by Mullins, Massey, and Riederich 2 suggests that Air Force recruiters can be
significant factors in the decision of an individual to enlist in the Air Force instead of
another service. The 41,098 respondents were asked to select from a list two advantages
of Air Force service that were most influential in their decisions. More than one-
fifth (21.7%) said they first heard about these advantages from an Air Force recruiter.

• Over one-half (57.6%) said they got the most information about these advantages from anAir Force recruiter. The relative potency of the recruiter influence vs. that of the

advantages per se is open-'to-speculation.
The Adjutant General (AG) School and the Personnel Management Development

Office have conducted research concentrating on task analysis for MOS OOE. The AG
School's Postgraduate Questionnaire for Army Recruiters and Career Counselors' is used
as a basis for revising the Recruiting and Career Counselor course. It contains questions
of a general nature (background, experience, current assignment), a task inventory, and a
listing of information concerning specific tasks. Military Occupational Data Reports

-an -isru by th" Personm-I Management Development Offio nntain information similar
to that in the Postgraduate Questionnaire, but in a different format. The data describe
tasks performed, equipment used or maintained, and the knowiedges and special
requirement-, needed to perform duties.

While the results of tihe above studies provide interesting background material, they
are i,3t directly pertinent to the present research, because MOS OOE includes several
categories of personnel other than field recruiters. Thus, the results do not distinguish
between the responses of field recruiters, career counselors, and recruiter supervisory
personnel who are not on production. In addition, there is no way to relate the
information they contain to success or lack of success as a field recruiter.

The United States Army Recruiting Command (UISAREC) conducted a study,
Recruiter Profile , which was restricted to field recruiters on production status. The
sample of 2,230 was divided into three groups accorling to levels of successful
production, based on percentage of quota accomplished. Data presented for each group
include background (age, experience, service, education, etc.), attendance at the Army

'Naval Personnel Research and Development Laboratory. Motivational Factors Influencing

Enlistment Decision, U.S. Nav'y Rccruitment Survey 1969, Washington Navy Yard, Washington,
April 1970.

2Cecil J. Mullins, Iris 11. Massey, and Larry D. Riederich. Why Airmen Enlist. AFHRL-TR-70-29,"Personnel Research Division, Air Force Human Resources Laburatory, Air Force Systems Command,

Lackland Air Force Base, Tex. August 1970.

•U .S. Army Adjutant Genera! School. Postgraduate Questionnaire for Army Recruiters and Career
Counselors. Fort Benjamin Hlarrison, Ind., IJanuary 1971].4 Personnel Management Development Office. MOS 00Oh Recrt4iter and Career Counselor. MOD

Report, Military Occupational Data Bank, 1,4 July 1972.
SU.S. Army Recruiting (Conmand. Recruiter Profile. Plans and Training Division, Recruiting

Operations Headquarters, Septemher 1971.
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Recruiter and Career Counselor Course, and production data. A comparison of the top

and the bottom groups of recruiters shows no significant differences that could be useful
in either screening procedures or further research.

t The Recruiter Profile study showed substantial differences in productivity among the
five recruiting districts, especially between the First District and each of the others. The
First Recruiting District (RID) averaged only 73% of quota achieved, hut all others

I averaged above 93",. 'Tho First RD had by far the fewest recruiters who produced 100%
of quota, as well as the smallest percentage (21%) of 100% quota producers who had
attended the Army iLecruiter and Career Counselor course.'

This brief review of the literature indicates that relatively little success has beenSI achieved thus far in the development of an effective procedure for the selection of

military recruiters. \\ilkenson's Coast Guard study' did identify an instrument, the
Edwards Personal P'reference inventory, which offers some promise of having value in this•|" regard. The IISAREC Recruiter Profile study' failed to identify background character-

isties related to recruiter productivity. However, the number of background factors
studied was rather limited.

The failure of the above-mentioned studies to provide more than marginally useful
information shows the noed for more penetrating analysis of the job behaviors of field
recruiters, with particular emphasis on recruiter-prospect interaction. The present study
addresses these concerns.

B I ii
SI. ,

II

-t

'U.S. Army Recruit ing Cmnmand, 197 I, op. cM.
2 Wiikenion, 1964, op. (cit,
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Chapter 2

J RESEARCH DESIGN

OBJECTIVE OF THE PRESENT STUDY

'Fh'll overall objectiv (i~tf Worli Unmit REVl{I. II is to develop improved procedures for
the Select ion 11nd t ramin il, of Army1N recruiter personnel. The initial phase, in this effort,
which is report ed in Hth, preW1ct documen111t. wats IX pilot stud(y desik'ned to develop

- hyI(tIlteSe'S about thlt d iffereiice's bet w ceo suec-essful and unsuccessful recruiters, such
hypot heses to b t. 'sstcnit icidlv evaluat ed in suhsequent. studlies in the selection and

- training oif rcrui ters.

SAMPLE SELECTION

* ~~The T'had H~ceruit iig O istrijet wa~s selected Its the one from which thet sample of
recruiters would hie drawn. Thbis district bad11 thet aldVAntages Of (a) a convenient location
(minimtnizing travel oet si. mj niI) id ()I Widt li~t'l-O hkik '411 W-id ck-oonti v(ond'ticifl-.. The

* ~First Rlecruiting D istrict nkight have been equoally suitable, except. that it appeared to be
litylvpicl compared with the other five districts ats shown in thc- U SAREC Recruiter Profile
dlata,' Confining diet samiple to one, dist-rict minimizes the effects of differences amtong
districts in administrative and mai~nagemnent. practitces.

WViihin the 'l'irid RDI, certain zones were selected within the Richmond, Virginia
Recruiting Main Stat ion (101S) and the Raleigh, North Carolina RMNS. Zone.% were
Selectetd So ats to inci-lude both Urban andI rutral ý'onditions and it range of racial mixes.
Some rec'ruiting 4tah~oiis were- in predominantly whiteisectons, others in predomIinitantily
black sections.

'l'w l SARE.C "Itecruitettr Monitoring Rep1ort'* wa.s examinled and at list was made of
it!l recrkifters wvit liii thle seletektd ?.ones who laid been on thet job, in at production status
twt.wct'n I JIuly andI 30 Novembher 1972 (when intotrviewing begani). It wits felt that men

withi less thanl five monthis of recruitinog experienice mnight. not. have had sufficient. time onl
the jot) to 11,1inanist their true, potcoit-Ia.

Altogether, 791 ret-ruitervs Nvere selvctedi by this proceduro. The typical recruiter in
thlt sample was about. 32 years oldI and hadt tin average of 13 years of Army service. The
ninge' of ages wats from '21 to -12 ytears. Length of service raniged froin four to 23 years.
linle onl the job) rang11et fromt five to 72 mionths, averaging about 20 monthis. Less thanl

one-quarter (18), hiowever, had over 24I monthis onl the job).

THE INTERVIEWV GUIDE

A st~ri tureti intervit'wv wats used to cofllect in formation front thlt recruiters. TIhe
topics covt red -in thet interview guide included: bacvkground characteristics of the
respond(enlt., recruiter training, value, of various -sellin, techniques, workload, attituLdes

U.S. Army H1uiutiti ig ( initriminii, 197 1, op. cit.
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toward the job, and personality characteristics that might be related to recruiter
effectiveness. In addition, respondent~s were asked to describe a successful and an
unsuccessful recruiter whom they knew. Finally, they were asked to provide names and
addresses of 10 prospects whom they had interviewed--five who had gone to AFEES and
five who had not.

Interviews were conducted during December 1972 and January 1973. An effort was
made to conduct the interviews under reasonably private conditions, but occasionally this
was not possible. Interviews usually lasted about one hour.

The interview !,,tide was constructed after the literature review had been completed
and after a few unstructured interviews were conducted with recruiters at the Alexandria,
Virginia station. A draft. guide was then tested on reoruiters in the Washington RMS area
of the First 1Il), which is comprised of Washington, D.C. and surrounding Mary!and
counties. The draft. was revised several times, and each revision tried out on another
group of recruiters. A copy of the final Recruiter Interview Guide is presented as
Appendix A.

CODING OF RESPONSES

The data that formed the basis for this report consisted mainly of free, conversa-
tional responses to open-ended question.s,. As is generally true in interview studies, there
was great variation among interviewees in the ways they expressed essentially the same
thought. Also, there were a large number of responses that occurred with very low
fre-quen-,- qinev the prewent study was done for pilot purposes, however, such coarse
data were deemed adequate as a source of hypotheses for future research on the
selection/screening of recruiter personnel.

"A "response" was defined as a statement (either fact or opinion) made in answer to
an interviewer's question. All responses to each question were examined and wherever
two or more responses appeared highly similar in meaning, they were assigned the same
code number. Each code number consisted of four digits, the first two designating the
question that elicited the response, and the second two the response itself (e.g.,
"Code 4706 indicates that to Item 47 in the interview guide the response was "Honest,
trustworthy").

3 Thus the coding system not only preserved the actual content of a response, but
also indicated the particular question that elicited it.l Thus, the same response (e.g.,
"wanted a stabilized tour") would receive one oude if it w-re a self-description and aSdi different code if it was a description of a successful recruiter known to the respondent.
This coding system facilitated the making of comparisons between different kinds of
descriptive data.

*"1. CATEGORIZATION OF RESPONSES

" - I It was quite apparent, even before the formal data analysis, that most of the
individually coded responses would have frequencies much too small to show significant
differences between successful and unsuccessful recruiters. One reason for this is that
responses describing successful recruiters tended to be quite different from those
describing unsuccessful recruiters, It was decided that data analysis would be most
meaningful if conceptually homogeneous responses were grouped into broader categories.
For example, the category "Pastsively wait.sý for prospects to walk in" includes the
following discrete responses:

Would not go out and prospect
Doesn't follow-up leads

15
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In Never inkterviews, fails to make contacts
D~oesn't like making house calls

In order to develop categories that were as complete and comprehensive as possible,
all available responses were used, regardless of whether they referred to the interviewee
(self-description), to a nominated successful recruiter, or to a nominated unsuccessful
recruiter. A total of 87 such broad categories was established.

Each recruiter (and also his two "nominees") was scored dichotomously as either
being present or absent in a given scoring category, regardless of the number of individual
responses (within that category) that were ascribed to him. This procedure was followed
to avoid overweighting the contributions of the more verbal respondents.

CONSTRUCTION OF CRITERION GROUPS
BASED ON PRODUCTION RECORDS

In order to explore the relationship between recruiter charauteristics and recruiting
succes's, it was necessary to establish criteria of such success. This section of the report.
describes the development of a criterion based on production rpcor.s.

Each recruiter is assigned a monthly "production" objective, which is the number of
non-prior service (NIS) personnel he must enlist if the Army is to meet its overall
manpower search. This objective is the principal basis used by IISAREC in judging each
recruiter's efficiency.

Obj-,t.ives are set as follows. Each month tISAREC is given the responsibility of
obtaining the numnber of enlistments nec-ded to maintain the Armv's sLi•-,tn-h at a
predetermined level. Throughout the 1ISAREC chain of command an effort is made to
assure that objectives are apportioned fairly to each recruiter, based on the number of
potentially qualifiahle military-aged men in his territory. Thus, a recruiter in a territory
with few qualifiable men of military age would have a lower objective than a recruiter in
a territory with many such men.

The monthly measure of productivity for a recruiter is the percentage of his NPS
objective that he enlists during the month, plus z'ecessions from the Delayed Enlistment
Program (DEP).

Since 1 July 1972. USAREC has published a monthly "Recruiter Monitoring
Report" that is organized by skttion, area, main station, and district. This report contains
not only each recruiter's monlhiy NP3S pi ctagc i tbut. also his (fiscal)
year-to-date NPS percentage achievement.

Since a recruiter's performance may fluctuate from month to month, any given
month's production may not he representative of his long-term performance. It was
decided, therefore, to use the NPS percentage achievement for six months as the
productivity criterion. Thus, the criterion measure is the percentage of the total NPS
objective achieved hetween 1 July 1972 and 1 January 1973.

Tihe total sample of 79 recruiters was divided into criterion groups of high, middle,
and low producers, as depicted in Table 1.

The relationships between interviewer responses and their production records were
explored in two ways:

(1) Comparisons between high and 1Ilw production groups: For both the high
and the low production groups, the frequencies and percentages of recruiters described by
each category were obtained, The frequency by category was based onl the number of
recruiters described by at least one response in a category. It was hypothesized that the
high producers would differ significantly from the low producers (ehl square test) inSterms of many of tile scoring categories. (Note: In this analysis, the medium producing
group is excluded.)
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Recruiter Criterion Groups, Based on NPS
Percentage Achievement for Six Months

usc,•H niii Mci.ii C')Lt~j.'tuivs'
-t'* Iii 't nl Arh,'vvlttt]t. irk Ilu or enNbmt

1f4gh p oitdlct'i 26 116 100-174
WMdifiiii p. odit'i 25 91 86-97

1. Low ii odiici 28 73 4285

"Total 79

•2) ('orrelations between presence in ia category and production records: E.ach
"rt'sp.ndlent was ns,sýigned al acategory score (1 or 0) based on whether or not he wias
desritbed by aI reOsponlse withiin that category. Category scores were then correlated with
the production critrion six-motith NI'S pervenlagte 'athievemient figures) in order to

determinle wlhitl t cmtegoriets were most highly relatei to the criterion. (Note: This nlethod
: ~~~Of anallysis tises datatl from tlll, 79 sulbjects. )

LIMITATIONS 01- 1 HE PRODUCTION ('., TEoUiON

It is recognized that production rt•cords do not constitute ant ideal criterion of
recruiter effecttiveness, but are simply the best that could be obtainie within the timle
antd mioney vonstraitsu, of this st udy. Amtong the contaminating factors art' variations in
the quality tfertilityv of different territories, variations in the amountt of experience as ia
e retcruiter, and the il orrowing antd lending of cases.

It is colniommn knowletdig among recruiting personiniel that individual recruiters who
have met their objec-tiv\e for tile Month may "t'led" an extra accession to at fellow
recruiter who has• not yet made his objective lit' expects the favor to he roturnted when
their situations are, reversed. To the extent that such borrowing and lending occurs-,

• -protduction reor.irs --rn' invalid i.lihiitors of recruiter skill.
Interviewees in (it, prtesent study were asktxl several qttuestions relating to this topic,

I which proved to be i sensitive one. One respondent refused to answer, anrd severail others
Sappeared very appilreensive albou11t. it. Thus, the dattla obtauinedt regarding borrowing and

lending may he inaccurate. The mnttil number of cases reported as having been lent,
dturing the fivt'-nionth period, wits 3.7, while the mean number borrowd wias 1.0. One
eXplaialtioll for this diisrepanllcy is that eases were given away to less sutcessful recruiters
who had been relieved prior to the time thet' interviews were conducted. Another
explaination is that recruitiers acknowledged lending morte readily than borrowing.J - Whatever tihe, case may bi,. it seemns ilear that the pructice is widespread a1ndL that

- - producthion figures, especially percentagctt of quota achieved, might bie significantly
affectetd by it.

i1. THE CONSTRUCTION OF CRITERION GROUPS BASED ON

16 PEER NOMINATION DATA

i As ainother approach t.) detexmining tthe chliract erist it's ,ssotiatted withi reeriter
efft'etiventess, each interi'ewee wis askt'd to answer a series of questions with reg.ard to
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Is) a successful recruiter he had known and (b) atn unsuccessful recruiter he had known.
Two criterion groups, one high and one low, were thereby ext4iblished, each with unt N
of 79. The data associated with these two "groups" are referred to as the peer nomina-
tion datA.

Discriminating (b aracteristics were identified by comparing, for each response
category, the percentages of the two gyroups who were ascribed a characteristic in that
category. It should be noted that since each interviewee provided data for both a
successful and atn tllnsuTccessful re,-ruiter, he would probably have a tendency, for the sake
of consistenty, tO describe opposite kinds of traits to these two men. For this reason, the
chi square test of signtificance is not entirely uppropriate -it tends to exaggerate the
significance ,f differenpces. HIowever, since the present study is only exploratory, it was
decided to routinely compute c'hi squares simply as an hbeuristic device to call attention to
characteristics thit might merit c'loser scrutiny in subsequent research. The true
significance of any such apparently differentiating characteristic must be assesed judg-
mentally rather than st:.atistictally. The peer nomination data repOrted in Chapter 4 intlude
only characteristics that appeared to differentiate at or beyond the .05 level of stattis-
tical significance.

~1
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Chapter 3

CHARACTERISTICS RELATED TO RECRUITER EFFECTIVENESS:
SELF-DESCRIPTION DATA

INTRODUCTION

III rvspolilw to CVt'r¶ am quest ions. (lte interviewees providted detatiled informuiaton

nbotkt liotm t hey cmiivt to he recruiters. how they' fool txboutt recruiting duty 111d the
liuture of the-ir sljt'l-\vvlkemi. hiow tilt-\ go nbotit pevrforming theiri job. mid so forth. Ot~her

relaxted to job~ succes'.. l'ht, fret' rv.sponsI't'S ob1t.1ined Wk'"' Voded 111d 40laS4%ifit'l into
c'Atkegories, kil thlt bAsis (If Simi10arit\ illii uit'aiug or -,tf being ltdto the saint joh-relatedt
construct or i1'rsontdrt \ const uct.

This chaptetr j'rct'snt s C01mii:1rim ills bet.,veen high aid low produicers in terms of the
coded response, owt'goris. ns well a, itie correlation coefficiunts relating prest'nce ini it
scoring eategoiry to product ion recons. litecaust, this was im explorntory pilot study,
findings shiould serve merely a., at soxiret' of hypotheses to, lie more rigorously evaltuated in
mlive(queit, research. For this reason. I a rther lenient criterioxi of stitistictil significance~k
kjp-N 0 %%.tws adopted. Ex cm so. few\ st.1t isticaIltysi SIVni ant relat It'11m~ii.'l Il" frl- l

'Throughout this chapilter, %It r-esponlse cattegories ithat shotwed it sta1tistically signlificaint
relation~shipl w illt the critteron art ev phcit ly dvesribed as, lieing signiificanit: .ll othtion were,
not statisticalfly s-ignifieouit '

MOTIVATIONS FOR BECOMING A RECRUITER

Re'S~lspt"mis to thlit qtmestioii. "Wly~ dlidt on volunteer to becomeit' a reruiter?'' work,
cirgmiizied int o st'vt'rl caittgorit's. none, of which wits --ignificanltly relatted to tilt, criteria.

Subsmtantial miorte of tilt, low produtivrs, than otf thilt, high producors (5'y v5. 38%1A
fell1 Illit, t1hc cituegorv~iiik of.............niviemvit.'' althoughi the difterence, wits not.
stiltistically signiificanlt. TIhis, c.It egt rV wasI (eiiipoSed Of thet fotM~loi tgrepis:

Better than thet nifaintry
Avoid tour ini \'ietmtm~
Avoid diffe~rent itssignnlt'nt
1 health rvt'sons
Emisv liout's

W ttdto tio senilt hinlg now~~ everyday
InI orderi to do what. I amI capable, of'

ATTITUDES TOWARD THE JOB

Attituides or recruitt'rs %bout tle tnature of thlt worl, thlt,\ were requirted to p-orforni
I-weret extiunineid by amiixiiip ft hem 'I low do oN feit 'vl ablout hoieig a. rcruiter?'' Otily two

responlse eat egorlit'S were significmntixy rt'laxtte to oillht'r criterion.
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"Likes; uIdVeplIidt4'nt' [a'01ound to Correlate ,igniificailtly with the product ion
criterion (r- .119). The negat ivo coriclation suggest-s that a desire for independence, is, not
a good reazion for lt-comiilg aI recruiter or, at least, is not conducive to sUCCeSS Ws
a recruiter.

it. is somiewhat curiouls thait '1Dislikes other fcit tires' was found to correlate
Inegatively and signi ificau t ly With )ob success (r -. 2-1). This suggests, that mien who
comnientetttd oni thevir dislikc ot 'loing hours, ' "tilt, frustrating natuore of the joh,'' or "long
hours away from fain ily- tended to bec more productive recrutiters- than those who did
not make such commfllents. Perhaps t he less productive recruitersý did not feel dissatisfied
onl t ill, accounlt Itt'..use tilt-\- had not been putting Iin long hourzs in hard worký if they
hadl, tio he mlight he, moore. prtl(lictive..

PROSPECTING TECHNIQUES

One of tit he 100. importanIti compoiitients oif tihe recruiter's job, is "prospec'ting,"' a
U'rmi that e~n(*0mpa1.Set- a %arie-ty of activities perfoinmed with thet ob~ective of bringing the
recruite~r into d irec t personaml conitact withl potential enlisteces. These- act ivitiets range from
blind canvassing oif thet got'm]ea public to offi ial part icipat ion in civic affains. Ini general.
suc1.cessful recruit cýrs t'niphasi/ed that in order it) meet obijectives they,\ had to sp end many
houirs each day in prospect ing act init ies.

Only two rt'spomlst, cat egories produced stalltkistcllyý signlificanIlt reSul~tS. "I'S' hss ySte-
ruatic approach" was significantly related (p..-.10) toi both c~riteria. This response category
wa comprised of thet followingsptifcrpoe:

alstlo: contactvspns-ý

ht-eps appointmenitts
F~ollows itinorar\'

"Ut ses I'll' cards, Maill utl. etc-. Was aliso) significantly related to both criteria.
t ~ Responses comprising this category we~re:

(Thts leads
Uses llail-out-;
Ulses P11' I Pre-indut'tion Physica.l) vartis

Obviously, mlost oif tht'se techniques art' described in termis too general to hle of
much practical uiste. Intormlation is lacking concerning how and wlhen they,\ are used.

SELLING TECHNIQUES

St'llifmtg techniqicuet' 1he ability to motivate othevrs tt enlist -hias been said to be anl
important factor in thle SUCCes.S oif a recruiter. A re'cruiter muist I.-o able not only to sell
the Army its a viable alt ernative' to civilian v'mploymeint, but. also to sell himself. Ilt' must.
gair a prospiect-'s c'onfidtence so lit canl makte the Army cowe alive in the prospect's eyes.
He must have tenthiusiasm. yet. it niust. hie controlled and utilized effec-tivt'ly so that.
credibility is not lost.

N one of thlet selling t echnitlues; ment ionedi by thlet in terv jewees was signifi -tiat ly
related to either criterion. Nte%.erthltltss, it. inuty be of somenl inte'rest t-o report somwt of the'
more unuisual t-echiniqut's whichl at least St Lt ol (r tWO Men had fOlund effe-ti\ve. The~se, were:

~ V Appeal to prospect's manhooid tfor combhat arms)
Appeal to prttspvt'Lt ego
Make an hionest. prestentatiton to gain his, con fidenmce
Make tilt, prospvct believe you are ''his'' recru~iter

Tfry to relaX a1 man11 by kidding with him

Ii 20
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NioA' f~ist NWh" nit n101 Wanit to go In flon't let himi change hlis mnind
'lalliu to~ prospect's parent.,
FollIow through onl each prowtict

COMMUNICATION SKILLS

It scenis self-evident that aI recruiter, if he is to he highly successful, must he' ab~le !o
commiliunicate effectively. lii' nust bie able to express himself with vase, although not.
necessarily with granimatic-al excolvlence, In .1 Varietyv of social sit uat ions'.

Very few of the in tervijewees madle any reference, to their coninimunicat ion skills. One
cattegory "Ifits difficulty ini communicating effectively"' was foundt to correlate signifi-
clantly. and negatively, wvith the production criterion r-- .21~). Tlhis indicates that tit least.
solle Of the low prodiwcers wei., navart. that they had difficulty inl expressinig themsl~vves..
'11we specific responises niaking upl this s-oring category were:.

''Talks too ititch
Ul'able to tallkiln different le~vels, not enough eduicat ionl
'l'alks too fast

INDUSTRIOUSNESS

It seemsý self evidetiv thlit hardI work is essential for most recruiters, if they tire to be
sliccessbinl in lci ivilll kor c:.'igtheir obiet'Cives. Neverthieless, the pilot study data do
not reveal much infoirmation in suppl-ort of this idea. Althbough severai mnen dec.,rilhed __

themselves as ''Eliot jvaltt't or t1' -se'tlf~startebrs. such re~sponses were 11ot significantly
related to either criterion of succ-ess.

Only one response category pertainiiitg to induistriousness- significantly differentiated
the high and low producers (1).110). TIhiis was ''Kee~ps informed onl ever-ything relevant

MISCELLANEOUS PERSONALITY TRAITS

Each respondent 'was asked, "'What personality characteristics do you have that hlptil
you to recruit'?" and "What personality cttaracterisi~itcs do -ou haetat Odtohn
recruiting?" None of the response categories significantly dlifferentiated the high and the
low producers although two were significantly correlated With the production criterion.

A sigtiifiCant Correlation with thle production criterion was fouind for thle Category
"Empathetic" (r=~- .23). T1he negative correlition indicates that. low producoers were more
likely t~o so describe themiselves than high producers. Thei ability to put oneself in the
other man's position anti uniderstanin what he is trying to say would Seem tAn be a highly
valuable characteristit.' for it recruiter, yet. it appea~rs to he negatively correilatedt with
success. It maty be true, as, tbheoriized by hMe~urry,' thiat high emipathy may he a handicapl
to a salesman unilis it is accomipanied by at strong "ego drive'" or will-to-win. Without the
latter trait, the highly emipathetic salesmnan may be conivinced too readily that. it. is not. in
the prospect',, best interest to buy (or enlist)I. According to NicMurry's viewv, thle
supersalesman canl thoroughly underfstand the prospect's viewpoint., but- nevei lets it
deflect him from his prima~ry objective` Of closinlg the Sale.

'Rohert N. hie~urry. ''The Mystiique of 8ntrfa~~a~isi''la~rvjrif I6,shinc~s Ret-i'ic, vol. 39i,
no. 2, March %pril 1961.
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TlI it, o Ithe r 4'1sjI II st Cýi eI IN k .1 petI ttItinIg to pe(rsonality traits, which coitt'lit cii
signli fieait ly With pI nl oct iou ert 'als, was "Not Irrit able'' (r- .211I. The fact thiat the sign
of this correlation I., nuplit, m~ ucans that low prodtiucers were more htkvly to divesribe
themselves m in l,, \wayN thiai I\ivL high producers. ibis is inot equivalent to saying thlat
low protlurers wor in fart less urrital atilt ha the highs. It is entirely possible thiat if all
Subjects had I teen aske1od Ito rate thintselves (iut irr-itability, that the high producer's wouild
have shown upt as less rial1'

SUMMARY

Based t'idv I iponl I Iost'o aateitis(a eo nt'oris thlat were, significant ly relateil to
product ionl reclords i1y cit her crit etot'I'i). logh producers teid'ied to differ from low
produicers lii tihe' foltlowinig \.iVs

1) I ) 0k not rte' 'in .. III, ec ats ;I source, Of j01 h stisfaCt ion
(2 iusiikc t lit, hui;, lit oukrs anid Crust ra ting aspects of recruit mug dItyi

(3) Ise, :I ysivieiaittic appre adh ill prospecting
1 OI'll, card s a.1id al mi outs, as prospectinlg echniqticls

5F Do l noit repont d ifticilt it's Illcminia n effectively-
(6 1t t0ro0t kt"lts ti' ItIenJISOlVO "s sNot irritaible,'' or' as empathietic'

I t11) possible)t Ii a1t iiiy Mlore significant dlifft'rences would he found if all
respzlondents were askevd sp'ci fically abu l imitm ny of flthe points, that wecre spoiuitnmflt'sly
mnentitolled hy only a few rosltoiuents..



Chupter 4

CHARACTERISTICS DIFFER E1TIA TING SUCCESSFUL AND

UNSUCCESSFUL RECRUITERS: PEER NOMINATION DATA

INTRODUCTION

As part of eachi iriterviow, the rebpondent was asked to think of a successful
rucruiter whow. hie knewv ind~ to answer a series oif quest-ions~ pertaining to that person's
work attitildeN, ype;rsonality traiti, anid so fort~h, He was also asked to answer a
bimilar series of quest i-iis about an miinukceissfuI recruiter whom he know. The results are
herein rerferred to a., -j''ir nomination data" and are reported in this chapter.

As prvivoiisly expl~mciid (f. pages 34-15), the two sets of data (pertaining t.o the
Succes-.sful andl toi tin unsm-iessful nlomlinees)5 were both provided by the same
respondents. For thki reason, tliv chii square statistic tends to exaggerate the significance
of differences, hutweenl thie two groups. Nevertheless, chi squares were computed as an
heuristic ld'wie for iIdiutifying the characteristic's which are somewhat. more likely than
others to lie relitit to recruiter suvcesb, In this chapter, only those comparisons that
yielklel doi OSteuIluly:;uaufeW chi squart, (p-,:.0l5' air~crtd

It i,, probahly m~Aappropriate to regard the peer nomination data as e); )ressiorts of
recruiters' opinuions of what it takes to hev a good recruiter. It is entirely 1ssihle, and
indeed probable. thflat imay (if the interviewee responses wvere actually eleme~nts in a
stereotype of the gooad recruiter, which they had acqIuired in training or elsewhere, and
were not hasedl oni actual observations of the nomirnc.e. It is suggested that the reader
regard the information presented in this chapter as essentially descriptions of recruiter's
opinions rather than as descriptions of good and poor recruiters.

In the previous chapter, dealing with self -description data, few responses occurred
that were uncomplimentary to thi, respondent. In the present, chapter, dealing with peer
nomination data, however, disparaging responses abound. The respondents had no relue-
tanc'e abioit acin t.~ ithl traits, and behaviors to another recruiter of their
acquaintance. Since the "dlesirable" responses were discussed rather fully in the previc~us
chapter, the discussions in the prosent chapter will concentrate on the "unde-

tarable" responses.

MOTIVATIONS FOR BECOMING A RWhyRUIThe

Fach ~ ~ wa aepntn ~S ked, with respect to each of his nominees, "h i i
volnter o bconta recruiter?'' Only one response? category appeared to differentizite

the two groups. "D~islike fur present assignment" was attributed to 43% of the unsuccess-
ful nominees and to only 9,, of the successful nominees. This is consistent with an
opinion expressed by a recruiting officer who has presided oiver many recruiter selection
hoards. lHe said that hit tries hArd io identify (and elimninate) aay applicant, who appears
to lii' primiai ily nmot ivated by Ow hidesire to escape from his present assignment.
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PROSPECTING TECHMOIUES

Thie prospecti ng tohiqe -'lO()~5said to he used by the two groups of nominees are
reported in 1'ahleý..

Table 2

Prospecting Techniques Used by
Successful and Unsuccessful Nominees

Nanme'ecs
(in Percent)

(N -79) (N = 79)

UsesS yst mtici id 11 )itll OW.111 52 1

51 SSn 114-1501 1c o 0 1c Wol SOIICO ItJ Ct 62 19
Uses 111(11 stc oil) (',1 31 2

Uses 01 hel CI S 9 0

Uses Pill cald(s, 1.1 ii kiOtsvtch. 24 5

Betolincs jilvolvcrI ill colliltlikility 35 6

Passively waits tor In hi pects to wailk in 2 49

Emphdsiztns pet ipher a) dulties 1 43

Utnphasizes out side inr*' rst s 1 14

"'All cat-d i q wuVS -ii i nili this Tbilel tfifif,2ltiatud ii,' two (Irolips of nominees at th~e

As would lhe eN))ectedl. the tecýhniques that. would he considered good on a priori
grounds wert, at.tribLirtedi t~o the' succeTssf1uIl ollinees( significant1ly miore often than to the
unsuccessful ones. Similarly, techniques that are' obviously poor were aseribed more often
to the unsuccessfUl nom11it'eS.

Among the responses inl tilt category I'Passively waits for prospects to walk
in" were;

Vbould not go( outi and prospecvt
D~oesn't follow sipl leadis
Never interviews. fainls t~o make con1tacts
D)oesn't. like' m1aking, houise calls

Amnong the peripheral du1tie's that. were said to he enmphasized by unisuccessful
nominees were:

Lets recruiting slide whilt, doing errands or papier work
Take,. prospets, ito AFEIES
D~ist~ributes putblicityx material for station

Among the re'111sponSe Comprising the category "Emphasizes outside interests'' were:.
Off-timle mlore. importanlt tihan jolt: lets outside intere~sts ititerfere with his work
Over-involvedl with the coniniunit~y
Spends Ils fistie 1 in1t ing and fishing
Spends his timelt chasing womenv~
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Spends his timev drinking
Coitcentratekd on recrutiting WA~s, not mates
Tlraveled with a motorcycle crowd

SELLING TECHNIQUES

1. Not suprisingly, there was little overiap between the selling techniques ascribed to
successful and to unsuccessful nomninees, as is evident in Table 3,

Table 3

t Selling Techniques Used by
Successful and Unsuccessful Nominees

Nominewn,
(in Piorcint)

~..dtI~j~ryiIN 179) I 9

Uses miscellaneous effective sales terhiiiql.11S 24 4
Uses miscellank&'okS inettective sales techniques 0 11

OAl!H~ *. ifI C1i0- I 'i n dIII s ti)! difIferenlil teid thii tmo qroulis of rtorniflets at the

.05 iiIeivi of ýliiiI c,aiicl' ol tiie0'iii, twmii LliI Chi Siiuiiro te'st.

Successful nomninees used the following techniques:I

U ses good follow-up procedutres
Motivates others,
Motivates pirospects
Helps prospoct. to make up hiS mind

Uses h'utror to keep prospect livelyI
Unsucc&~qful nominctes were dlescribed, priliuLily as oloi

Lacks ability to se'll, not a salesnian
D)oes not like to sell a mant
Can't motivate pvople; couldn't Vet them into the office for testing
Can't project job knowledge
Can't. close a sille
l)oesn't spend enouigh time with prospect~s to make thc sale
IDoeg not like tho selling techlniques used

COMMUNICATION SKILLS

Communication skills and problems ascribed to successful and unsuccessful nominees
are reportedl in Table 4.

'rhe. Principal types of problemns that unziuccessful nomninees h-- -re as follows:
Is Cannot speak wecll; lacks communiication skills

Doesn't speakt the local ''dialec.t'
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IIittt

Communicaitito Skills of Sucicessful and Unsuccessful Nominees

(N -i 7iŽ (N -791

Haces dillcat IIOI ivlittlusW er III( Olcivel 0 18fl jg kls

Tailkativei', v'eri':il, Iiktcs to talk, has "'gift (if gah-
A\tilt, to ltill: it) At1\ l;V' godtoithi'et~satioiiatist.
1'V. )'rses~w hio111t'tIwlt zlhlk to t alls so it,;t he ilvrto

ka TT, IDES TOA RDJf THF- ~JOB

('uttegorite, prii turitly relato etoII jol sai Iisfacntil 111( (uowIlisstistfaction IIart, presetit-ed in

Job3 Attitudes of Successful and Unsuccessfal joine
CZ1011,t N- (N 79) (N - 9

Lik s lit ho wIfk 20
Liko% the chliii, tit Olt oht't 11 0

Dtsll koi. tilt'. 1111)1 p iismi 'ut 1 934
Diliiktvs ollttt Itt)mv Li 1 25

Warn1 11iiorhel tiypo (t tduty 10 b

TIht, cattegorites "l~ilws the work- andt " Likes tht, chiallenge of the job-' were heavily
weighted 1lowrtut the snteessful-ims. hi'le re'sliminss for Cthe two categories are ats

folwrt'spot'tively:

Lolws ikes t-he ret-riut jg work

k\o tilt rath er III, im recrnif hig fthan ii esewhere



I Likes the challenge
Enjoys feeling of accomplishment, sense of pride
Likes having a product and selling itj The categories "Dislikes the high pressure," "Dislikes other features," and "Wants

another type of duty" deal primarily with the unsuccessful nominees' dissatisfaction with
their recruiting duty. Responses comprising each category are as follows, respectively:I Dislikes pressure to meet objectives; it gets him down

Can't take the pressure; takes pressure as a personal affront

Thinks up excuses for not being successful
Complains, gripes in front of prospects
Too much work
Dislikes long hours
Too much time away from family
Missed being on a military post

Does not like it; regrets it
Dissatisfied, disillusioned; not what he thought it would be
Became, dissatisfied about being assigned as a recruiter
Wants to leave, got. away, retire
Wants to go back t.o old MOS, or to get out of recruiting
Waiting until retirement

The category "Wants another type of duty" presents a picture of a perplexed

recruiter experiencing not only the pressure of meeting his objective, but also of
remaining in good standing with his peers and his superiors. A recruiter's integrity and
feeling of self-worth are at stake if objectives are not met; yet, when he realizes that he
does not like the work, and is not producing, he must begin to admit that he is not
suited for recruiting duty and would prefer something else. Reaction to monthly
objectives was not specified in any of the responses and thus should not be considered
the only motive, or necessarily the primary motive, for a recruiter's desire for another
duty assignment. However, whatever the reason for his dissatisfaction, it is most likely
Sthat he is not meeting his appointed objective, which only serves to intensify his desire to
get out of recruiting.

SINDUSTRIOUSNESS

When describing successful and unsuccessful nominees, the interviewees made it clear
Sthat successful recruiters were those who could motivate themselves-who could grasp the

essence of the appointed task and not, be diverted until the task was completed. The
opposite was true of the unsuccessful nominees. The categorie, dealing with indus-
triousness are shown in Table 6.

"The responses comprising the category "Is very conscientious" best described the
successful nominees. 'They are:

Diligent, very active
Works long hours
Persistent, methodical, thorough
Conscientious
Doesn't stop after objective is met

- Constantly prepares for prospects
Tries to do a professional jot)

"Tries for quality in addition to objective
Goes out of his way to get the job done
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Table 6

Industriousness of Successful and Unsuccessful Nominees

Nominees
nm Percent)

Successful Unsuccessful

C.at.(Ioryd (N = 79) (N = 79)

Has high achievement motivation 18 3

Has low achievement motivation 4 47

Is very conscientious 35 3

Is careless about details 1 19
Seeks ways to impiove 8 0
Keeps informed oi everything related to job 18 4

aAtI categJories ireliidt'd in this table differentiated the two groups of notminees at the

.05 level of si(riric-ncr' or be•yond, using the chi square test.

SThe responses comprising the category "tlas low achievement motivation" best describe
the unsuccessful nominees. They are:

LNo motivation (initiative., drive), indifferent; least obstacle stops him
iI Not enthusiastic, very casual attitude

Indifferent to everything around him; an opportunity to goof off
Burned himself out, lost interest, and gave up
Doesn't try to holp himself-waits for others to tell him what to do

g IMISCELLANEOUS PERSONALITY TRAITS

5• It is not surprising that the interviewees described successful and unsuccessful
i nominees in stereotypical and opposite ways. Positive traits (e.g., outgoing, stable, happy)I _were regularly attributed to successful nominees and negative traits (e.g., withdrawn, shy,

". hostile) were regularly attributed to unsuccessful nominees. Although these findings are
k _probably not of great significance they are presented in Table 7 because they are

of interest.

I SUMMARY
Although only characteristics that ostensibly differentiated significantly between the

successful and the unsuccessful nominees were reported in this chapter, it is apparent that
there were many such elements.

It appears that the frequency with which each characteristic was mentioned is

closely related to its generality, and to its congruence with stereotypes of the good and
the bad recruiter. There are no surprises in this set of data. Nevertheless, the material
reported in this chapter may be of modest value in indicating the specific content of
recruiters' conceptions of the successful and the unsuccessful recruiter.
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Table 7

Miscellaneous Personality Traits Ascribed to
V "Successful and Unsuccessful Nominees

:" •" ~ ~No 1mfu1s

S(On Po cent)ri
skct"cSf ul Unsuccessful I

t '•h!l~yI(N 79) l N - 79)

Friendly, easyiioqiN 53 4

- Outgoiq 44 0
SSymrd ahet' 20 0
Stable 13 0
Happy. hu:moious 11 0

Liqht heat ted 10 0
Sinceirt 10 1
Withdi awn 1 17

Shy, self co'I•ci'o 1 17
Lacks sell • Liwiphnt! 1 14

,Has tNmily prohle.ns 1 13
Inconsistent 0 14
Hostile 0 13
Emotionally immatur e 0 10

Resentful. i elbtulhous 0 10

aAIl I i• e clli• dd II this table dl0tlvIeg • l, d tho two mol tv. of 1 toimneos wi the

.05 IhvVI of !iiq 1Ik-,MltV (1l bt vo.d, usm It the chi su.ni" test,

2

t 1
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Chapter 5

*1 PR05SPECTING AND SELLING TECHNIQUES

3 INTRODUCTION

ne0 (if the objectives of the pilot stud~y was to niwke a preliminary examinaition of
successful prIospcI'0g1 and1( sellivig tech-iniqutes. Tlwo of the interview questions wvere
deszignedt to acqutire in formaion001 froni Which detailedl questions would he constructed in

subsOJequet phaMses of 010 study. As s'lown in the Recruiter Interview Guide
(Appendlix A). recruit elrs wore asked,(. "'Which prospecting t-echniques have you used
slicetSsfullK?', hIeiii IS) aInd, 'Wluch selling techniques have you used successfully'?'
(Item 19). T[hey wore, alsoi askedl to p'rovide exmuples of each. T7his chatpter summarizes
the information elict ded by' the'Se qne1St ions.

11wi readter ijS Lilit joije to keep in) mindI that. the information presented in t~his

*chapter ropresenits only fihe opinoions or beliefs of the respondenlt-. ws to what constitutes

A'fetiv ros'ctn AMIiu sellingv t echniques. No outside criteria of their efficacy
tire available.IInterviewers notedl that recruitet-rs tended to respond initially with standard "text.-
book"' phrases. ltegardlzng prospecting, for exiniple, the first response was often,
" Telephone., high school lists, (Tls, etc..-' or, for selling tech niqutes, "Find a need and fill

it.." Puobing h N -upv-1 queistions were, reqluirod to draw out more, novel and imaginative

S approaches. If 'fut-ure research is to bet productive in this respect., q1uestion% must. be
* ~coristruct-ed to reach 1 eviind tormializedl initial responses.

Thlere, were Some1 r~cruiiters who answeried that. they used "1the standard techniques,

-the one,, taught in scliool.-' I1pon further questioning they said thait the techiniques taught
*in thek school are good(, t hit. it is neccessary only to follow the guidelines and apply the

specific techniques properly Perhaps miany recruiters do not. aipply what they are taught.
j There wvere otheors, however, who said that tech~niql-es "in the book" had little

relevance in the field.ý T1hey emrphasized that each recruiter must work out his own
methods, findling the techniques that suit. his personality andl the situation. When asked
for specific examples oif techinique's the1y hald used succeSsfully, these individuals might.

Ireply, for ex~ample. that they use everything they cani think of (~for prospe:cting), and that
every case is different. -they uise, it different. approach every time (for selling).

It is apparent i hat recruiters who say they uise ''stanidard'' techniques, and those
who say they ''try everything . a dlifferenit approach every timet" represent. exaggerated

extremes. Soniewhere, in betwveen is the mass of recruitors who, in varying proportions,
combine the -standard'' techn iques with their own innovations.

Another observation was that. in man~y of the respenses there, was an overlap

between prospecting andl selling. A iininuer of recruiters found it. difficult. to talk about
the two. as separate funlctionls. '[heyN empha111sIOize, for example, thatt selling shouild begin

with the initial contact, and that prospecting never end~s. It. appears that somet of the

Most succe~ssfull recruiterVs are those wyho build up a long-range program in Which they

seek customier -,tfistaction. and then encoviraget their customevrs to send in their friends.

-Under such conditions it niew proqspect .has alredy been1 at least partially ".sold'' It the

I time of his initial conltact %\ ithl the recruiter.
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I.Recruiters Nvere itsked which technitlues they had used sitecessfu!Iy, not which
techniques they ulsed mlost oftenl, or which eeWfst- 11Aoftenl suckcNSsful. T1his wording was
designed to encourage at broad rang' oif resl-Kises and to preclude exclusion of new ideas;

tand novel approaches, tit matter hlow infrequently they maly have beenl used.

I. PROSPECTING TECHNIQUES

IhIle respotiss made, byi the 79) recruit ers concern tag prospectinug techniques that
they had used suck-essfully wert, grouped as follows:

f, ~~ohhuamil 11,1m1t lists-
P'lace's to make conkitzws
Nature of conitacts
Becomiing~ known ill coalmininity

f C~~(eniters of 1influen-Ice
Only resposes made, by at~ least four of the respondents (5`0 tire reported,

L Obtaining Name L~ists

It is important for a recruiter to havet t he names.1 Of lIVON1ect tol Who01 he an11 mail
Irecruiting miat erials, contact by telephonie, or v'isit, Various meth ods for comp~iling such

lists were ment ioned byv the respondents:

Re sponse Percentage

I lighi school lists. graditate rosters 23
Selective service I'll' caids'1 t
Mail-hack rards (from niaga7.ine recruiting ads)IIA relatively high~ raite tif mntntiomI kalmost one-fourth) wits found for high school

lists. Selective Service-Pt-I' cards; also were frequtently used successfully. Mlail-hiack cards
Wert, mentioned much loss frequently than high school lis-ts and PIP cards.

II Places to Make Contacts
When considering t~he places. where recruiters- go ito) make cont-acts, two general

themnes appeared: (it) certain kinds of places, becauise, of their popularity, afford the -
recruiter an opportmunty to identify new prospects, and (h) the samev places may hie used
for coniacting prospectsi. ztirtva'i\ Theaifed plw- of i-nw enwnt-ione"d by 11,% ofIithe respondents was the, very general t-itigory of "'Place of work, community hang-out,

Noa tht ispecficequient.-o mkn
No 'spehat ifidc preacet.' fo aigontacts drew it high percenitage of rverulitr response.

fThis suggests that it. is very important for recruiters to toe familiair with local cuistoms
3 ~regaring gathering places for youth.

Nature of Contacts

"r'Natutre, of contaicts'' is definted ats the specific, manner or medium by which the
recruiter ('onximmhiiiaitl with the prospect. Some "standard"' met-hods (if contacts mnen-
tioned wvere ats follows:

Response Percentage II espouse P~ercatt

Face-to-face cýontacts S 0 1 lowie visits of prospVcts 1
jTelephone contacts 119 Malil-outs 10

' Since t le draIft Im,u v'iuld,' t hi, si~rct' kr I inaim I ists tit, Iione.r v ists,
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There were it fe,%' un1ique lilethods. for example, "Mail an empty envelope to stir

curiosity. 2' 'lutl sekOnk Ilage of t wo page letler," and "I hind out recruitment. packets to
hitchhikers" which suggest (lint ait 00st a1 Moderate degree of in~novation may sometimesI
bie Coupled Wit-h thle 'su~ad il ahds.

If it recruiter is to pain assistanice through centers of influence and if he is to make

Ototacts with prspt'c~vts hie im.ist establish himself withini his community as a re'cruiter.
People must lie able toa recognie hliml indi realiZe hliS function. The more common means
of accompl11ishing this enld as statod by the recruiters were as follow%:4

l1t espouse Percentage

lievonie knowil Within thet commun1111it% 13
Itseen %it uifrin 15r

13 iil to anyone I cain start a c-onversaition with 1

Centers of Influence (Cis)

Referrals from people, %Nith whomx t recruiter hats rapport cani he most. important in
Intining new p-rospec'tS. Most of thet ('I-; mentioned were not pa~rticularly novel, The m1ost
C011n1101 Cis mentioned wore:J

It t'olise Percentage

l'rospects, those, sent to AFEES. IDl'T 2 9
I uigh school conelllwor 14
I'ersonal friencds 6
BIusine's~snilvi

V 1 ugh school ontches. team miembers 5

SELLING TECHNIQUES

Itemn 19 asked thle questionl "Which selling techniques have you used siueessfullv?"

separately. 'lherefore, so me overlappitig oif resplons;es with Itent 18 occurred. The
responses. were gr1oupled into thet followIinig headinjlgs:

Filling prospecjt ',s needis

I, Presenting option'is

("losing technlique's
1%1isk ehlaleous sel11ling tec-hniquiesiiOnly responses mlade, by ait least four of the respondeontz. (51",) tire reported.

Establishing Rapport

ItRespo1Wes that fit un1der the genlerail heildinlg of "'Establishing rapport"' are presenteii
below. ailong With the percenVitage (oftialt 79 responidents) who made each respoinse.

[ (lGive proxpv'ct the true pictire of the Army:
honesty, eve"~ if it hurts 18

A recruiter miust sell himself; make prospiect
believe you tire "his" recruiter 11
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I ,Filling Prospect's Needs

Some recruiters emphasized the importance of ascertaining and filling the prospect's
Sgoals and desires. Responses fitting under this heading are listed below.

Response Percentage

Talk to find out, prospect's interest 9
Explain job potential with prospect when he E'S's 6
Look for a need and capitalize on it 5
Let prospect talk about himself 5

Permitting the prospect to speak freely about what he wants out of life makes it
possible for a recruiter to explain the potentials of an Army career or of finding a civilian
job when lie is dischartLed. Listening carefully and empathetically was considered to be a
successful approach. The recruiter must be able to "feel the prospect out" so that any
problems or uncertainties about. enlisting may be resolved.

Other recruiter responses indicated what seems to be a more "hard-sell" approach.
They cause the prospect to feel he needs the Army. They play upon the prospect's
feeling of self-worth andi manliness If necessary, they create a need.

The polarity of approaches under this category is apparent. There are recruiters who
7 use the "soft-sell" technique; however, there are those who use a "hard-sell" technique. It

is not known whether it is the personality of the recruiter or that of the prospect that
determines which approach is used.

S I Stressing Benefits
Stressing the benefits of Army service was a commonly mentioned selling technique.

The most common responses fitting under this heading are listed below.

- IResponse Percentage

Describe inservice benefits 23
Describe after-service benefits 10Ii Sell the security of the Army 6
Find out how much money a prospect is making,

then show him the pay chart 5

"A Very few specifics wcre_ giveii as to tie iiailliuil of preseinatioin or emz1phiasis
concerning said benefits. The most frequently occurring response concerned inservice
benefits. It was not made clear whether or not all inservice benefits were given

SI equal emphasis.
I • General themes, such as the security and prestige of the Army, were considered to

be effective. Selling the Army as a whole before going into specific options was said toI •contribute to successful recruiting.
I , Specific benefits that were said to have been successfully presented were (a) pay,

(b) fast promotion in the unit of one's choice, (c) promotions in combat arms, and
(d) enlistment bonuses.

1 -- Presenting Options

I Presenting an iption consistent with the predetermined needs of the prospect was
considered a successful selling technique. Presenting all options the Army has to offer was
also considered effective. Other responses dealing with the presentation of options in a

• . ,. - ". -* ,i :w,-•. r .wr',..m .-. '. -;£• ,,.v , :,:;, • -• ... ,•2,7 •.•



fair, considerate manner were also mentioned as being effective. The most common
responses and percentages of those giving them are as follows:

ReSponse Percentage

Sell the option that meets the prospect's
ineeds and interests 29 SP~1resent all op~tions,- tell what the Army has :

Sto offer 10 .
" ~~Sell something for a thrill, advent tire 5•

SCloingT
"Closing," in thie terminology of salesmanship, refers to the process whereby the

prospi-ct is induced to take the final step of committing himself to buy (enlist). No
I matter how persua!ive the saesnman has been in extolling tie virtues of his product, some

prospects will not make an actual buying comniiment until somehow prompted to do so. I
Only one successful closing technique was mentioned by at least 5% of the interviewees.(This was "Ask 'When will you be ready?' - (mentioned by 6%).

Miscellaneous Selling Techniques

"There were many selling techniques that were each mentioned by only one or two
Srespondents. Although sonic of them could be "tricks of the trade" that could be

profitably used by others, we have no basis for judging their general efficacy. Only one
miscellaneous techniqte 1110t our 5";. criterion for repx)rting in this chapter. This was

L Speak with prospicts I•'tn'lt, oned by 6'" of the respondents.

V!
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Chapter 6

RFCRU ITERS' OPINIONS REGARDING RECRUITER TRAININGA AND THE SELECTION OF RECRUITERS

RECRUITERS' OPINIONS REGARDING RECRUITER TRAINING

T he first part oif hims lci apt tr relports thev re'SpoISeS Of interviewees that. wiere elicited
by ques~tions conee n ing their formal t raining -ursvs, The principal source- of the

information wt,, "W\ bt parts of your t raining holp you to increase your effectiveness'""
Supplementary infornination COnATerning1 rt'oniniendod vihanges in training wats obt~iined
from Item 2,I -If ci'ange', slimik lie made in t r~ining, whit- are t~hey'!" l{esponses to thleI Litter tquest ion will he reportedt In 'he fimal part of this sect ion.

Only respionses nientioned by at least YiOf thle 79 respondenits: are reported. Again
tile readler i., rt'nnI~ldted t hat these, responses Irt, only thle opiniorts Of recruiters. ilowIsound they are i.s unkniown!

S~ales Motivationl Wintt Siles Ysychltlogy . About 101-C of thle recruiters reported that
tbeir triigi h aisOf Selling had hlpvled them to increase their ef fect iveness. Nine
rw'rcent, ment ionedl t hut motivation elasses at school hand hlpeiivd their effect ivenless.

Public paing Viiidin.-s. suaggest that tlwir is considerable, difference of -Opinion
among experienced recruiters about the vailue, of training in public speaking, About. 22'ýý
said thalt. it 11elp1d(t 01011 to in1crease their effectiveness, while 27;, said that. formnalIspeechles need less enphasis !i training.

InteviewTniiin~1'hee ~vs far areenimit on thle value Of interview trainn in
general. TIwenty-one petrcen~it felt that training onl the basics of interviewing had helpedt to

increause their offectlivenless.
Orient~ation of izecruiters. One oif thle thiings that aplpears to concern reffruiters- is

that, thle niature of the recruite ci's job) is mIisunlde'rstood by Imay appIIiklcats for recruiting
dluty. six piercent of theo respondentVI S inldicUted thalt they thought more empilhasis was

needed on explaining the rigors and difficulties of the job).
______71n' Th~VI )1V*'t0 1w--nilo that tmiunimg tabout.

regulation- had increased t heir effectiveness.

Recommended Changes in Training
Recommended changePs Inl trainling, which Were mentioned by lit least 51-, of tile

ixvspondent~s, wvere.
B espous~e Percen taige

More emplhasis neededkiOl onmt elViVIwng technliue'Sý 23
More emphiasis needed On public speaking 17
More emphasis neede~d Onisle p,1 S Schology 9
More emphasis needed On p~rospecting t echniques,9
M ~ort, emphaisi" neeoded onl AR (1) 1 -2 10 9
More emphasis needed onl vphiining "what recruiting

is really like"

PII\IoIISe empass cded onl en~iStmlenlt opt-ions (6
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lii:"' Percenitage

A10170 0t'1Ifl asis needed on1 submitting waivers 5
MoILro enipihasis livet'((! oil II itigitiIg flie's t nitW1.ff cut loy 5
More vnmphasis nveled onl hiow to qualify prospects 5
Miore emiphasýis neceded til practical exercises 5
Iws ,t' n ipdasis nteeded onl paperwork 9

It is apparent that interviewing and pubflic speaking were thle topics. most often
mentioned a.s nleedingL more, training emiphasis. It is perhaps, worth notingj that only one of

'Ithe 12 responses reconinended less traininig emiphasis. T'his Nwas "'paper work,"' mentioned
by 9'(-.

RECRUITERS' OPINIONS REGARDING THE SELECTION OF RECRUITERS

CV. tilli (WeAst 101S ill Ithe IllterVxiew solicited t h., respondIents' opinlions a~bout how
recruiters should be select cii. Responses mlade by at lea1st. 5`0" of tile interviewees are
reported. No daita are available to evaluiate thet sounldness of thiese' opilions.

Desirable Background Characteristics

Rank. Nine percen~t of the interviewees nieat oned that. thle prospective recruiter

should hol)_d it rank of ait least E-5. rertea'atilvst otg"agswa

Oiven. About thle only geerailization that can h~e miade is that extremely fey; approved
the ust, of aien under 25 or over -It0,

L-ength1 (if Serviee. Related to age is tile lenigth oif service that tile prospectiveIrecruiter brin-gs with- himi it the job. Many placed value onl -substantial'" service. Some
recruiters recommnended chianges in the mnumservice requirements in termis of the

fl l% ngsaefltlt : Respon lse Perce nit age
SubI)stantiall length of service 243More than five year-s to retirement6

Apt~itude S-ores. 8e'rdrest aondits -olmmented( on _!)o need owf a (GT' ýccjre o-f at.
least 110. inl oýr~dler to be.k anl effective recrutiter. This is thle minimum11 speOcified in
AR 611-201, bumt accordtinl to0 Some1 oIf the, re ondent s. it. is too oft en disregarded.

Rekuvait Past Experienlce. Sailes epenrencc was the only kind ot experience
mentionedx by anl appreciable numllber of respqondenL ts 13%) as at good baRsiS for selectiing

recruiters.

Desirable Personal Qualities

Communications A~nhihtv. A number of commun1.111icaionS cliariWterist~ics were men-
tioned as probable prereltuisiteos foy rec . iter success. Most. frequently mentioned was thet
ability to talk to people and to commun1111Cat e ideas etfedCivel. Specific commen1vits were

V as follows:
Rlesponlse P~ertent~age

Able to talk to people 419

(Cin communicate idleas effet-tively 11
Able to adapt Lo V In mn11iC.1'a ion, 111le to communica14'.te

on aill le~vels, races, ages, educat ion 8
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Stability. A number of respondents stressed stability and maturity as essential
requirements in the make-up of a successful recruiter. It was said that he must be mature,
steady, and responsible, and that such characteristics could most readily be detected in
terms of stability -n finances and marriage. Self-control was also mentioned, particularly
in the frustrating and high-pres,;ure situations with which the recruiter must contend. The
percentages follow:

6 Response Percentage

Stable in finances 16
Mature, steady, responsible 13
Stable in marriage 11
Can control his temper 9
Can work under pressure 9

* igh Motivation. The importance of high motivation for recruiter success was
frequently mentioned. The successful recruiter was viewed as one who really wants to do
a good job and who is highly self-motivated and responsive to the challenges of recruiting
work. A number aiso felt that the recruiter must believe in the "modern volunteer
Army" as a source of motivation to recruit new members who will be suitable for it. The
most common rtesponM's of this sort were:

Response Percentage

Wants to do the job 30
Self-motivated, highly motivated, motivated A

to succeed, likes a challenge 19
Believes in the "modern volunteer Army" 11

Good Appearance. Many respondents stressed the importance, for recruiter success,
of good personal appearance. Some considered it to be an essential prerequisite. The
results follow:

Response Percentage

Well groomed appearance 33
Good military bearing: looks good in uniform 19
Not physically impaired 6

Self-Confidence. The notion that self-confidence is a requirement for successful
- performance of recruiting duties is implicit in many of the interviewees' responses. The

potential successful recruiter was seen by some as extroverted and outgoing, and by
"* others as confident in his ability to convince prospects to join the Army. The following

percentages were found for the responses:

SResponse Percentage

Outgoing, extrovert 10
Confidence demeanor 6

Sociability. ln addition to being able to communicate effectively, prospective
successful recruiters were seen as being those who enjoy working with people and who

S I have "pleasing personalities." The most common responses were as follows:

Response Percentage

Enjoys working with people 20
.las a pleasing personality 9
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Adaptability. Thirteen percent oif the interviewees mepntionod adaptability to any
situation or group as a desirahle quality in prospective recruiters,

- Ethicality. The notion of sincerity and hionesty in dealing with prospective recruits
and with Army iegulations was mentioned by about 16% of the interviewees.

The Selection Process

The background characteristics i. -- the personal qualities which, in the opinion of
the interviewees, are, neded for succeess as a recruiter have been described, The present

-, section presents the opinions of our respondents as to how such men are to be fouind.
Improved Orientation of Alpplicanits. Respondents expressed the view that some

recruiters did not know what they were getting into whefl they volunteered for recruiting
duty. Eleven p~ercent recommended that. applicants for recruiting duty he given a more

V realistic picture of what the joh is like, its pressures, and its frustrations.
A substantial percent-age (23ý'.) felt. that preschool on-the-job training (OJT)

should be Of at least two mon01ths* duration instead of one month as is currently the case.
This finding suggests that. somne recrufite(rs see preschool OJT as a vehicle for screening out
applicants of low recruiting potential.

Selection Boards. Many comments concerning selection hoards could not readily he
coded or summarized. Tbhe thruLst of those comiments seemed to he that selection boards
are too often comprised of people who are not very knowledgeable ahout recruiting
work. They said that. board members lick experience in field recruiting and thus are
incapable of judging the type of person reqluired. They dto not understand the civilian

U- y~, the pr~sn social imml-o (attitud-s. of y h redce threat of the
draft, etc.), and are not. knowledgeable about conditions in the various geographical areas
in which the recruiters wvill bet assigned.

Miscellaneous Screeninug J'rovedu es. Various screening proCed ores were mentioned
by a few respondlent~s. Among the most commtion weret:

liesponse, Percentage

Screen : ecruit for qualit~y of past performiance 28i H ave in formial interviews 16
Interview wife, 13

TInterview supervisor 10
Halve board made up of recruiters 8
Interviewv people who know him (CC), 1st Sgt., friends) 8

Summary
Recruiters' opinions regarding recruiter selection are difficult to summarize. It is not

possible to describe the, views of the "typical'' recruiter, because no single response was
made by a majority of the respondents.

A list of the responses that occurred miost frequently undler each heading indicates
the most salient views of the respondents regarding recrutiter selection. Tie listing follows:

Response Plercentage

Should be able to talk to people -19
Should have well-groomed aippearance 3
Should want to do the job 30
Screen for q~uality of past performance 28

Should have "s.ubstantial'' length of service 24
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Should enjoy working with people 20

Shutuld lt stabh, in fiiiati'es 16
Should have•, ,,is xpericnce 13

. •Should he aldap~table 13"

Tell thenm what recruiting is really like 11
Provide' two) monthis of OXrr 11

Should he, out~going ] 0
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"U Chapter 7

r IPERSONNEL MANAGEMENT PROBLEMS

SF A number of personnel management problems were suggested by some of the
incidental remarks of respondents. Interviewers recorded such comments on the interview
forms, but only those that clearly pertained to a numbered item were coded and
quantified. The comments with implications for personnel management are discussed in
this chapter.

EVALUATION OF RECRUITER PERFORMANCE

Most of the recruiters' comments on evaluation by superiors concerned their dissatis-
faction with the quota system. The degree to which supervisors rely on it in spite of its
inadequacy also was criticized. In addition, many recruiters felt that their supervisors did
not have enough direct contact with them to understand their problems and the
conditions they face. This opinion, of course, pertains more to area supervisors and RMS

j - personnel than to station commanders. Some recruiters expressed the feeling that their
extra efforts in the face of various adverse conditions went unrecognized and unrewarded,
resulting in morale and motivation problems.

HEALTH PROBLEMS AND RECRUITING DUTY

"Several recruiters emphasized the importance of good health in relation to job
performance. Their comments did not indicate that recruiting requires an unusual amount
of stamina compared to other Army jobs, Rather, they noted that in some cases
individuals with physical impairments had been assigned as recruiters (apparently in the
belief that the job was less strenuous than others). These men were said to have great
difficulty keeping up the pace, and should not have been assigned to recruiting.

Excessive drinking ascited by some as a common problem among recruiters, but
the validity of this claim cannot be assessed by the available data. It is apparent,
however, that recruiters have more opportunities for drinking than do mo3t Army
personnel. For example, several recruiters were said to spend a lot of time in beer taverns
on the theory that such a place is good prospecting territory and a place to meet the
fathers of draft-age youths and get leads from them. There is no evidence that excessive
drinking is either more or less common among recruiters than others.

STATION SIZE AND ALLOCATION OF TERRITORIES

Several respondents complained that, too many recruiters were assigned to their
particular area. There appears to he a saturation point for certain areas, beyond which
additional recruiters serve no useful function.

Perhaps more consideration should be given to guidelines for the optimum number
of recruiters in a given area. A sp(ecific problem is the restriction of a recruiter to a small
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SI. area with rigid boundary limitations cutting across normal channels of community
* interaction. In such cases a recruiter's efforts within his designated area will often

produce leads and referrals to prospects in adjacent areas. He cannot pursue these
prospects without being accused of "poaching" by fellow recruiters, and he is reluctant
to give leads to other recruiters unless asrured of eventual repayment. Such a situation
can discourage cooperation and teamwork between recruiters.

EFFECTS OF OBJECTIVES ON BEHAVIOR OF RECRUITERS

The monthly objective (or quota) was the basis of many recruiter complaints. It was
obvious that pressure to meet the monthly objective was an ever-present factor in their
daily activities. The interviewers noted that many recruiters took Item 11 ("Do you think

* j the objectives set for you are fair? If "No", why not?") as an opportunity to voice all
sorts of opinions about the recruiting system in general, and, more specifically, about the
effects of the monthly objectives on the system.

"oIn response to Item I1, a majority of recruiters (61%) answered "no" when asked,
"Do you think the objectives set for you are fair?" Because the monthly objective is the
principal device through which pressure is applied, and by which recruiters are motivated,I it is to be expected that a certain number will simply gripe about having anyone or

*. anything push them. When the responses are divided into high, middle, and low
Sproducing groups, however, over two-fifths (42%) of the high producing group say the

* objectives are not fair, despite the fact that these individuals consistently achieve their 4
monthly objectives. The results were as follows:

High (N=26) Middle (N=25) Low (N=28)

Yes: 58% Yes: 36% Yes: 25%
No: 42% No: 64% No: 75%

The reasons given for considering the quota system unfair suggest a
S]imisunderstanding of the concept and uses of the Qualified Military Available (QMA)
I" figures. Commanders and supervisors should be aware of the importance of their leader-

ship in gaining the recruiters' acceptance of designated work loads. Comments that a
r station is short of personnel (therefore carrying too much of the area's load) may be

indicative of poor administration of objectives, poor allocation of objectives by area
supervisors, or, on the other hand, the recruiter's poor uiderstauding of the personnel
situation vis a vis the manpower needs of the Army. j

Resentment was frequently expressed about inequality of objectives among districts
(especially with respect to the First District) and between areas and stations within a
single district. Some recruiters expressed the belief that pressure from high objectives
might be detrimental in the long run, and might actually prevent recruiters from being as
effective as they would otherwise be. It was said that pressure causes some recruiters to
continuously play "catch-up ball," instead of setting up effective long-range programs.

Many recruiters see the objectives set for them as the standard by which their jobt
performance is judged. The Army seeks to indoctrinate its professionals in taking pride in
a job well done. Yet, apparently, some recruiters feel that they are faced with a system
that measures their job performance by an erratically shifting standard, which in turn is
derived in some nebulous way beyond their control or understanding.

There were some specific complaints about the effectiveness of the use of monthly
objectives as a motivating device. Recruiters feel that high performance is, in some cases,
"rewarded" with greater demands (i.e., higher objectives). This situation discourages
efforts to achieve more than 100% of the objective. The system leads to a drop-off of
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motivation after the monthly objective is achieved (e.g., some recruiters would say, "I've

got my quota made; I don't have to work any more this month.").
Recruiters use devices (swaps, loans, DEP) to cope with the objectives system. It

appears that a lot of time is spent in trying to "beat the system"-time that could better
be used to put quality people in the Army.

Pressure to meet the monthly obj.,ctives may encourage a hard-sell approach that
Ssometimes results in putting a man into an option or school that is not really good for

him, or for the Army.
Crediting DEP cases when they go on active duty instead of when enlisted, leads

some recruiters to build up an enlistee "bank" which can be an influence with respect to
on-going production efforts.

SPECIALIZED AND SUPPLEMENTAL TRAINING

Recruiters' comments referring to various situations encountered on the job, as well
as remarks incidental to questions about on-the-job training, indicate a continuing need
for specialized and supplemental training after the recruiter leaves the Adjutant General
School. For example, it was said that much of the instruction was based on a small-town
recruiting situation, and thus was not relevant to recruiting in and around large metro-
politan areas.

Three types of areas were mentioned as presenting special problems for recruiters:
* (a) ghetto (police records, drug problems, dependents); (h) high-income areas (high

percentage of (4MA goes to college, military pay scales and job opportunities have little
appeal, anti-military sentiment); and (c) rural areas (low educational level, difficulty in
contacting prospects, availability of applicants dependent upon crop cycle).

It was suggested that problems of recruiting in these types of areas could be the
subjects for seminars or workshops held at RMS or District level. Monthly conferences
presently conducted by at least one RMS were praised by those who had attended.

3 |Recruiters said there should be more of these, with more structured training on
specific topics.

Other suggestions for supplemental training included refresher courses sponsored by
* AGS or USAREC, correspondence courses, civilian courses (e.g., Dale Carnegie, Sales

Motivation Institute), opportunities to understudy highly successful recruiters, and the
oppnnrlnitv to arend a few daus at RMS and AFEES learning their procedures and

problems first-hand,
Commanders and supervisors should emphasize self-improvement training and

allocate time for recruiters to participate. Instructional material should be readily
available to recruiters on the job. Such programs would permit recruiters to make up fordeficiencies in school training or experience, keep up to date on procedures, techniques,
equipment, regulations, and so forth, and learn how to handle special problems

or situations.

i 4V42 p z-
.. - . .. • . . . , -. " ....., - . - • :---



I,,

1I1

I2i

I

,I

I
-... . . .. ,.• •. •,""• :. -•- .•r•.:.•.•-•,- .... •- "•" • -.--. .. .,.• .. .

.1h
... . .. . .'..• , ,•...,,• .. , .•.__ •_•,

•- • . ,-...,.LITERATURE C,; ".ITED , - • " . -



I

I JLITERATURE CITED

Maier, Milton Ii. Analysis of Army Recruiting System--Selection and Training, Research
Memorandum 71-2, U.S. Army Behavior and Systems Research Laboratory, April 1971.

Massey, Iris H. and Mullins, Cecil J. Validation of the Recruiter - Salesman Selection
Test, PRL-TR-66-2, Personnel Research Laboratory, Aerospace Medical Division, Air
Force Systems Command, Lackland Air Force Base, Tex. February 1966.

McMurry, Robert N. "The Mystique of Super-Salesmanship," Harvard Business Review,
vol. 39, no. 2, Marwh-April 1961.

Mullins, Cecil J., Massey, Iris H., and Riederich, Larry D. Why Airmen Enlist,
AFHKRL-TR-70-29, Personnel Research Division, Air Force Human Resources
Laboratory, Air Force Systems Command, Lackland Air Force Base, Tex. August 1970.

Naval Personnel Research and Development Laboratory. Motivational Factors Influencing
Enlistment Decision, U.S. Navy Recruitment Survey 1969, Washington Navy Yard,
Washington, April 1970.

Pemonnce Management Development Office. MOS 0-OE Recrwiatcr and Career Cou,=ne!or,
MOD Report, Military Occupational Data Bank, 14 July 1972.

U.S. Army Adju'tant General School. Postgraduate Questionna e for Army Recruiters
and Career Couns&lors, Fort Benjamin Harrison, Ind., [January 1971].

U.S. Army Recruiting Command. Recruiter Profile, Plans and Training Division,
Recruiting Operations Headquarters, September 1971.

111 Wilkenson, John M. Dcvelopmeni of a Device for Selecting Coast Guard Recruiters, 1
Master's Thesis, U.S. Naval Postgraduate School, 1964.

"Wollack, Leonard, and Kipnis, David. Development of a Device for Selecting Recruiters,
rTechnical Bulletin 60-1, U.S. Naval Personnel Research Field Activity, Washington,S| ~March 1960. .

444

[~Iy

-a

~Ii

_ ••m



Appendix A

RECRUITER INTERVIEW GUIDE

Human Resources Research Organization

lvi Form Nco ___

Everything said in this interview will be treated as confidential information and used
only for research purposes.

1. Name of MOS before recruiter:

2. Age: 2. _

3. Years of service: 3. __

4. Months as a recruiter: 4. __ _--.

5. How many days of OJT did you have before recruiter
training? 5. ___- .__

6- How many days of OJT did you have after recruiterI| training? 6. -

7. How many prospects did you contact initially between
1 July and 1 Dec 1972 (not walk-ins)? 7.

8. How many of them did you begin processing? 8.

9. How many of them went to the AFEES? 9.

10. How many of them enlisted? 10. i

11. Do you think the objectives set for you are fair? 11.1 (Jf "No", why not?)

12. How many cases did you lend to others between July 1
and December 1 to meet their objectives? 12.

13. How many of them were you paid back? 13.

14. How many cases did you borrow between July 1 and
December 1 to meet monthly objectives? 14. _ _,4 15. How many of them did you repay after meeting your
objectives? 15.

16. If you were responsible for selecting future recruiters what would you do to find
successful ones?
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j, Form No.

17. What types of people would you look for?

I.
"18. Which prospecting techniques have you used successfully? Examples?

:1I 19. Which selling techniques have you used successfully'? Examples?

20. If changes should be made in the training of recruiters, what are they?

-i 21. Why did you volunteer to become a recruiter?

22. What recruiting activities do you concentrate on?

23. Before becoming a recruiter, how did you feel about working on an Army post?

I

24. Bow do you feel about being a recruiter?

25. What previous experience did you have that is related to recruiting duty?

I 26. What things do you do on the job that influence your effectiveness? Examples?

"27. What personality characteristics dc you have that help you to recruit? Examples?
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1 Form No.o _

28. What personality characteristics do you have that tend to hinder recruiting?i Examples?

29. What parts of your training help you to increase your effectiveness? Examples?

30. What else can you tell us that might improve screening and training of recruiters?

|
Think of a SUCCESSFUL recruiter that you know who has much ability.

31. Why did he volunteer to become a recruiter?

14
32. What recruiting activit'les does he concentrate on?

33. Before becoming a recruiter, how did he feel about working on an Army post?

34. How does he feel about being a xecruiter?

iii
* 35. What previous experience did he have that is related to recruiting duty?

[ 36. What things does he do on the job that influence his effectiveness? Examples?

37. What personality characteristics does he have that help him to recruit? Examples?
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Form No.

38. What personality charauteristics does he have that tend to hinder recruiting?I Examples?

(Omit 39, 40)

Think of an UNSUCCESSFUL recruiter that you know who has little ability.

41. Why did he volunteer to become a recruiter?

42. What recruiting activities does he concentrate on?It -
1 [43. Before becoming a recruiter, how did he feel about working on an Army post?

•i F

44. How does he feel about being a recruiter?

45 What previous experience did he have that is related to recruiting duty?

t .

AA Ulhot things da- hedn the job~ t1 ha iflume+ his at,,a,. Uffa.,n-r

47. What personality characteristics does he have that help him recruit? Examples?

48. What personality characteristics does he have that tend to hinder recruiting?
Examples?

II



Ii.
Form No._

1. Provide information below for the last five prospects that you contacted initially
(not walk-ins) who went to AFEES.

2. Provide information below from your dead file on the last five prospects that you
contacted initially, and started processing but who did not go to the AFEES (not
walk-ins).

1. Went To AFEES 2. Did Not Go To AFEES

(1) Name ._Name

Address Address

Telephone Telephone.-.

(2) Name Name________________

Address Address___

Telephone_ Telephone

(3) Name Name

Addrese& _ Addres_.

Telephone Telephone _

(4) Name_ Name__ _ _

Address Address___

Telephone Telephone

(5) Name Name__

Address Address_

j j Telephone Telephone
IA'
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