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RESEAFCH OM MARIME CORFS ENLISTED FERSOMMEL ATTRITIOM:
FIMaL REFORT

Erablem

Fre-end of active obligated service (EAO0S) sttrition among
firet term enlistees is, "Obviously & serious problem warranting
cloge attention. The high attrition rates exiperienced in the past
are evidence that the full potential of recruits is not being
achieved. Meverthelees, the measures taken to improve performance
nust not degrade ow forces o . " (DOD, 1978, p. &8).

Fre-E2A08 attrition rates increased throuwgh the 1970°: and
ware running from 30 to 40% after movement to the all-volunteoer
gervice (DOD, 197&). The attrition rate issue is magnified by the
cost of attrition (Huck % Midlam, 1977) and by & relative decline
in the 17-21 vyear old male primary recruiting poal projected for
the remainder of this century (Wharton, 1979), These facts could
legad to problems inm maintaining military manning levels  and
Feadiness., Thus, a continuing search for better underestanding of
the causes and correlates of pre-EAQDS attrition and exploration of
counter attrition strategies are required. See Sinaiko (1977) for
@ compendlium of papers dealing with the first term attrition
problem.

The need to better understand the attrition phenomenon is not
reduced by recent increases in recruiting success and decreases in
attrition. The cantinuing recassion and relative lachk of
amployment altermnatives for young people are a temporary lull,
When the gConomy improves, recruitment and retentiaon will
resurface as major challemges for military managers. Although
recent increases Iin military pay were a significant step, our

research i1ndicates there are a number of non-pay izsues also
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associated with military enlisted perconnel retention.

The resesarch program  conducted by  the University of South
Carolina's Certer +or Marmagemnent and Organizational Research
between 197& and 1981 was among the efforts directed toward better
wnderstanding of pre-EAO0S attrition in the military, particularly
the U.8. Marine Corps.

UgC Regearch

The Univereity of South Carclina military attrition research
program had three major componantsd

1. The longitudinal tracking, via survevs and HMC mastar
files, of a cohort of some W00 male, firet term
enlistees who entered the Marine Corps in 1974% at Farris
Island Recruit Depot.

2. Extension of the 1974 study to samples of male and female
first term recruits who entered the Marine Corps in 1977
and 1978 at Sam Diego vr Parris laland., This phase of
the resaarch provided an opportunity to avaluate the
genaralizability of the recruit training results from
the originmal 197% Farris Ialand sample.

X An enperimental evaluwation of the effects of a realistic
job  preview on & sample 1978 Farrise Island accessions.
This component of the estwdy is labeled FPIRATE (Parris
Island Recrwit Assimilation Training Exercise).

In each of these components an attempt was made to praovide
analysas and results that would contribute to the manpower
Mmanagers ability to understand and more effectively manage
attrition. The research also sought to contribute to  the
wnderstanding of the psychological processes aseociated with
attrition,

Table 1 provides an annotated bibliography of the Technical
Reports prepared under this contract. Aleo included in Table 1
ara lists of Fh.D. dissertations and publications bamed on

research conducted wunder this contract. A total of 14 technical

reports, twa Fhe.D. dissertations, nine journal articles,
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proceaadings papors, or chaptere, and one book have bewn generated
from this praject.

Im  the gectiong that follow, we provide mansgement summaries
of  the results of the thres major components of the study. The
e ader is referread to the relevant Technical Reports and
Publications +for detailed analyeis and discussion. The summary of
results from the three major dinensions of the research program is
followed by & discussion of implicatione for practice «1d further

ressareh.

LANGITURINAL SIWRY
What Was the Burcnose of This Lopaitudinal §tudyl
Thig 'study sought to evaluate changes in Marine Corps recruit
parceptione, attitudes, anpectations, values, a&and behaviaral
intentions over four years and to relate such changes to turnover
and reenlistment, Earlier reports in thizs serigs focused on

cross—-aectional analyses at various pointas in time (aee 2.9. TR-2,

Dy 3, 100, Subseguent reports (TR-~11 and 13 <focused on
longitudinal analyseas aver time. The reader 1s referred to

Youngblood et al., 19681, TR-13, for a complete analysis of the 48
month longituwdinal analysis.
What Wag the Samols Gompesitien?

The Jlongitudinal sample consisted of 1,445 ale, +irst term,
non-reservist Marine Corps enlisted personnel who entered the
Farris Island Recruit Training Depot in Auguat of 1976, Figure 1
summarizes the basic longitudinal data collection design. Due to
incomplete data, the Fhase III measures ware dropped from the

longitudinal analysis. The results reported here are based on
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Table 1

USC-ONR STUDY OF MARINE CORPS ATTRITION: SUMMARY Cf OUTPUT

William H, Mobley, Bruce M. Meglino, Stuart A. Youngblood
Center for Management and Organizational Research
University of South Carolina

ONR: NO00014-76-C-0938
NR170-819

TECHNICAL REPORTS

TR-1,

TR-2.

Mobley, W., Hand, H., and Logan, J. A Longitudinal Study of Enlisted

Personnel Attrition in the U, S, Marine Corps: Preliminary Recruit
Training Results, In Sinaiko, H. W. (Ed.) EIrst Term Enlisted Attri-

tion, Washington, D. C,, Smithsonian Institution, 1977.

A preliminary analysis of the August, 1976 Parris Island cohort.
Among the major findings were: 17% of the new recruits think they
have less than a ,5 chance of completing enlistment; 20% were:0m-
certain or did not intend to complete enlistment; and that recruit
training graduates and attrites differ significantly on a number of.
variables before recruit training, Complete analyses following up
this prelimInary report were given in TR-2 and TR-5,

Mobley, W., Hand, H., Logan, J., and Baker, R. Pre-Recruit Training

Valuosi Expectations, and Intentions of Marine Corps Recruits,
olumbia: Center for Mansgement and Urganizational Research, University

of South Carolina, TR.2, ADAO41194, May, 1977, "

This report summarized pre-recruit training demographic, values,
expectations, intentions, and expected leadership, group, and job
variables, Comparisons by race and education were provided, A
number of significant correlates of intention to complete the enlistment
were reported.

Hand, H., Griffeth, R., and Mobley, W, Military Enlistment, Reenlist-
ments and Withdrawal Research: A Critical Review of the Literature.
Columbla:  Center for Management and Urganlizational Research,
University of South Carolina, TR-3, ADAO48955, November, 1977,

This report summarized military research on enlistment, reenlistment,
and/or the withdrawal process. Among the research needs noted were:

more longitudinal and multivariate designs; greater attention to
organizational and policy variables; greater use of "hard criteria,"

i.e., actual attrition or reenlistment, Studies were classified in

a matrix of 11 independent variables (job content, economic, aptitude,
etc.) and 7 dependent variables (attrition, reenlistment, intentions, etc.’

Mobley, W,, Griffeth, R., Hand, H. and Meglino, B, Review and Conceptual
Analysis of the Employee Turnover Process. Columbiai Center for
Management and Organizational Research, University of South Carolina,
TR-4, ADA049307, December, 1977,
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TR-5
é TR-6.,
TR-8,

A detailed review of the management and psychological literature
on turnover . Age, tenure, satisfaction, job content, intentions,
and commitment were consistently related to turnover. However,
lack of conceptual models, multivariate, and longitudinal research,
and failure to consider attraction of alternative jobs were noted
as precluding a better understanding of attrition,

Mobley, W., Hand, H., Baker, R,, and Meglino, B. An Analysis of
Recruit Training Attrition in the U.S. Marine Corps., Columbia:
Tenter for Management and Urganizational EasearcE, University of

South Carolina, TR-5, ADAQS3333, February, 1978,

This report updates TR-1 and 2 by analyzing recruit training attrition
for the 1976 Parris Island cohort, It was found that graduates and
attrites differ significantly on education, mental score, intentions
and expectancy of completing, Marine role attraction and expected
leadership and job content, Multivariate analyses are included as are
analyses of changes during recruit training, and reasons for attrition.

Ashworth, D. N. and Mobley, W. H, Relationships Among Organizational
Entry GoalsE Subseguent Goals, and Performance In a Military Setting.
olumbla: (enter for Management and Organizational Research, University

of South Carolina, TR-6, July, 1978,

This report analyzes organizational entry performance goals, recruit
training performance, and post-recruit training performance goals.
Expectancy of being an outstanding Marine was the best predicdrof
entry goal, entry goal was the best predictor of performance, and per-
formance was the best predictor of later goals, Implications for
practice and goal theory were discussed.

Cathcart, J, S., Goddard, R. D. and Youngblood, S. A, Perceived job
Design Constructs: Reliability and Validity, Columbia: Center for
Management and Urganizational Research, University of South Carolina,
TR-7, ADA062865, October, 1978,

This report combines data from the ONR data base, private sector, and
educational institutions to evaluate the dimensions (attributes) of
jobs as measured by the Job Diagnostic Survey (JDS) and relations with
job satisfaction. Implications for job design research and practice
are discussed.

Griffeth, R, W,, Meglino, B, M,, Youngblood, S. A,, and Mobley, W. H,
Advanced Training and Initial Duty Station Values, Expectations, and In-

tentions of Marine Corps Enilsted Personnel, Columbla: Center For
Management and Urganizational Research, University of South Carolina,

TR-8, ADA069174, March, 1979,

This report summarizes, on a cross-sectional basis, the advanced training
and initial duty station measures on the 1976 cohort, Descriptive data
on intentions, expectations, values, leadership, job content, and group
variables are provided, along with correlational analyses of intentions

-to complete and intentions to reenlist, This is a

continuation of TR's 2 and §,




Spse Do Mg

TR"go

TR-10.

TR"ll .

m"lz.

Horner, S.0., Mobley, W.H., and Meglino, B.M. An Experimental
Evaluation of the Effects of a Realistic Job Preview on Marine
Recruit Affect, Intentions, and Behavior. Columbia: Center for
Management and Organizational Research, University of South
Carolina, TR-9, September, 1979,

This report summarizes the PIRATE experiment dealing with the

impact of a realistic job preview (RJP). Recruit training attrition
was reduced from 14.9% to 10.3% (p. < .17) in the RJP groups.
Survival days at six-months, twelve months, and recruit training
perforsance were significantly higher in the RJP groups (p. <.05).
Explanatory mechanisms and managerial implications are discussed.

Youngblood, S.A., Meglino, B.M., and Mobley, W.H. A Cross-
Sectional Analysis and Generalizability Implications of a
Military Attrition Model. Columhia: Center for Management and
Organizational Research, University of South Carolina, TR-10,
January, 1980.

This report compares the 1976 Parris Island Cohort with 1977 and 1978
Cohorts from San Diego and Parris Island., Univariate and multivariate
differences, methodological, conceptual, and practical implications
are discussed. '

Youngblood, S.A,, Laughlin, J.E., Meglino, B.M., and Mobley, W.H,

A Longitudinal Analysis of Military Recruit Attrition: The First
onths. Columbla: Center for Management and Organlzational

Research, University of South Carolina, TR-11, February, 1980.

This report summarizes pre-recruit training, post recruit training,
advanced training, and duty station measures on the 1976 longitudinal
cohort of Marine Corps enlistees. Significant differences between
stayers and leavers and significant changes over the first 25 months
of the enlistment are identified. Implications are discussed.

Mobley, W.H., Youngblood, S.A.,, Meglino, B.M., and Moore D.P.
An Analysis of Female Recruit Attrition. Columbia: Center for
Management and Organizational Research, University of South
Carolina, TR-12, February, 1980,

This report analyzes 1977 and 1978 cohorts of female Marine Corps
recruits., Intentions to complete and the difference between role
attrition for military and civilian roles were predictive of recruit
training attrition. Expected leader behavior, job autonomy, skill
variety, and growth need strength also differentiated female attrites
from non-attrites.
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TR-13. Youngblood, S.A., Mobley, W.H,, Meglino, B.M., Laughlin, J.E., and
Baker, R.L. Qgggnizational Socialization: A Longitudinal Analysis
of Attitude Change, Turnover, and  Reenlistment in the Military.
Columbia: Center for Management and QOrganizational “Research,
University of South Carolina, TR-13, October, 1981.

This report analy:es the four year changes in the original 1976
sample of Marine Corps recruits. Significant differences where
found between early leavers, later leavers, and reenlisters.
Further, differential rates of change in attitudes and perceptions
were found between later leavers, complsters, and reenlisters. The
results have implications for recruitment, selection, socialization,
and assignment processes.

TR~14, Meglino, B.M., Youngblood, S.A., and Mobley, W.H. Research on
Marine Corps Enlisted Personnel Attrition: Final Report.
Columbla: Center for Management and Organizatlional Research,
University of South Carolina, TR-14, August, 1982,

This report summarizes the 13 previous technical reports, two Ph.D.
dissertations, and five publications conducted under this program
of research., A four year longitudinal study of 1976 Marine Corps
enlistees; generalizability analyses to 1977 and 1978 cohorts; and
an experimental evaluation of realistic job previews are summarized.
Implications for recruitment, selection, entry socialization, later
transition socialization, and assignment are discussed.

PH.D, DISSERTATIONS

Horner, S5.0. A Field Experimental Study of the Affective, Intentional, and
Behavioral Effects of OrganIzationnl Entry E§2ectations. Columbia:
College of Business Administration, Unlversity of South Carolina, 1979,
(Dr. Horner is now Manager of Training and Development, Semiconductor

Division, Texas Instruments, Dallas).

Griffeth, R.W. An Information Processing Model of Bmglogea Turnover Behavior.
Columbia: Department of Psychology, University of South Caroliina, 1980.
(Dr. Griffeth is now Assistant Professor of Organizational Behavior, Kent
State University, Kent, Ohio.)

PUBLICATIONS

Mobley, W., Hand, H,, and Logan, J, A Longitudinal Study of Enlisted Personnel
Attrtion in the U, S, Marine Corps: Preliminary Recruit Training Results,
In Sinaiko, H. W, (Ed.) First Term Enlisted Attrition, Washington, D,C,:
Smithsonian Institution,

Hand, H., Griffeth, R, and Mobley W, Military Enlistment, Reenlistment, and

Withdrawal Research: A Critical Review of the Literature. JSAS Catalo
of Selected Documents in Psychology, Tempe, Ariz.: JSAS, Rigust, 1978,
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Cathcart, J.S., Goddard, R.B., and Youngblood, S.A. Validity of Job Design

Constructs. Southern Management Association Proceedings, November,
1979. pp0 43'460

Mobley, W., Griffeth, R., Hand, H., and Meglino, B. Review and Conceptual

Analysis of the Employee Turnover Process. Psychological Bulletin,
1979, 86, 493-522.

Mobley, W., Hand, H., Baker, R., and Meglino, B. Conceptual and Empirical

Analysis of Recruit Training Attrition. Journal of Applied Psychology,
1979. §§-. 10"180

Youngblood, S.A., Mobley, W.H., and Meglino, B.M. Longitudinal and Experi-
mental Analyses of First-Term Enlisted Attrition. In Sinaiko, H.W.,

P.R. Chatelier, C.A. Cook, J.R, Hosek, and G.T. Sicilia (Eds.), Military
Personnel Attrition and Retention Research in Progress. Washington,
D.C.T Smithsonian Institution, Uctob 1581 5-1

tober, » PP, 5-12,

Mobley, W.H. Some Unanswered Questions in Turnover and Withdrawal Research.
Academy of Management Review, 1982, 7, 111-116.

Mobley, W.H. loyee Turnover: (Causes, Consequences, and Control.

Reading,
Mass. : son-wesley, 1982,

Ashworth, D.N. and Meglino, B.M, An Examination of the Relationship Between

Organizational Climate and Performance. Mid-Atlantic Journal of Business
(in press).

Youngblood, S.A., Mobley, W.H., and Meglino, B.M. A Longitudinal Analysis of
Turnover. Journal of Applied Psychology (in review).
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10
pre=-recruit training, post-recrulit training, and duty station
MECASW R, Table 2 summaricses the statietical design of the
longitudinal study.

What Waz Mgaswred”

Measuwres included: demographic variables, expectations and
perceptions of leadership, job content, the work group, and role
rewards! satisfactiont attraction of both civilian and military
rolast behavioral intentions to complete the enliastment and to
reenlists and actual attrition and reenlistment Dbehavior.
Maasures taken at the beginning of recrutt training, the end of
recruit  tralming, and atter assignment to & duty station served as
the basie Ffor the lengitudinal study., Figure 2 summarizes the
MEasres.

What Wecs the Maier Hyeothesaml
1. Can egarly leavers (individuals who leave during recruit
training) be distingQuished from later leavers
(individuals who leave after recrwit fraining) and
stavere (those who complete thelr enlistment or those
who choose to reenlist) on  the key components of the
turnover model (Mobley, Griffeth, Hand, and Meqlino,
19797
2, Can latgr leavers be distinguished from completers and
reenliaters in terme of observed changes in the ey
companents of the turnover model that develop over time?
What Were Lthe Major Beswltial

Table T summarizes the resulis for the demographic variables.

Among the major bivariate results, completers and rezenlisters were

more educated than leavers. In terms of mantal ascores, early




TABLE 2 1
ANALYSIS OF VARIANCE DESIGN

Survey Measures
N Group 0 0, 03
Design 1
218 A v
. % m B Y
. 82 ¢ 4
4 323 D Y
1 557 E 4
ot 35 F Y/
= 119 G 4
b b
o Design 2
» 101 B v Y
Y 75 C Y Y
.¢i 278 D v Y
o 497 E v v
¥ 110 G 4 v
‘. 5
- Design 3
.g 43 C Y v Y
- 162 D v Y v
b 2N E v v Y
i 13 F Y Y Y i
j 64 G 4 4 4 '
| {
! Design 4 ;
| 393 D&E v v v b
- 77 F&G v Y Y ¥
3 Design 5 k
o 162 D Y Y v &
g | 13 F 4 4 4 %
4 Design 6 N
b - 231 E v "4 Y ‘i
.{ : 64 G v 4 Y 1
1 Design 7 t
W 3 175 D&F Y v Y j
X i 295 E&G v 4 Y )
% T Note: 04 = observation obtained upon entry (071), completion of basic !
' training (02) or assignment to duty station (03).
1 . Y = completed survey at this phase. i i)
; N = Maximum number of observations for each design. 3
Group A = Leave before basic training completed. 1
Group B = Leave after basic training but before duty station. % !
Group C = Leave after duty station. !
Group D = Completers with three years enlistment. 3
Group E = Completers with a four year enlistment. 4
Group F = Reenlisters after a three year enlistment. ;
Group G = Reenlisters after a four year enlistment. A j
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Table 3

OEMUGRAPHIC STATISTICS FOR LEAVERS, COMPLETERS, AND REENLISTERS

13

Group

Ly

Racw

Marital Status

Menta

1
(AFQT)

Age at Enl{stment
(Yoars)

A,

cb

Leave during
recrutt training

Leave after )
training but bafore
duty station

Leave aftar
duty station

Complate three
year anligtment

Completa four
year entistaent

Reenlist after
three years

Resnlist after
four years

s

m

k}X]

L1

a8

19

(% Caue.) (% Harried)
76.) 1.3
n.g 8.4
nN.e 8.1
76,8 1.2
2.9 2.3
6.7 8.7
76.8 8.4

§7.90
(18.88)

19.7¢
(18.70)

$9.4d
(18.56)

$4.97
(19.70)

88.07
(18.48)

5,11
(20.02)

.93
(18.39)

SNunber of obaervations vary siigntly dus to missing values

bmum in parentheses ar) standard deviatioms
NOTE: Oneway anulysis of artance and chi-squire analyses yielded significant differences

.

(p<.08) among the subject groups on all demagraphic variables.
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lmavers had the lowsest and reenlisters the highest scores.

azem

Turning to the 2 suwrvey variables, Table 4 summarizes the

A mmTEm

significant effects Ffor each of the zeven statistical desigrne.

e Ly S P e e

The sigrificant time effects are apparent. The hypothesizsed

R

initial differences between leavers, completers, and reenlisters

in design one, alac iz apparent. Finally, thae group by time
3 effects between designs two and three increase as predicted.
L Early leavers are clearly different from stayers on measures ;

taken at the beginning of recruit training. Among  the

¥ .
o differencos: garly leavers initially bad sigeificantly lower

et =

intentioneg of completing their enlietment, lower expectations of

completing thelr wmnlistment, lower eoupected satisfaction, lower

ig ' attraction to the military role, lower perceptions of wark group

P

- attraction and mipacted leader atiructure, lowar internal

o

motivation and growth reed strength, and higher perceived chances
of findinmg an acceptable civilian job.

lLater leavars generally axhibited different patterne of
attitude changes over time than the stayer groups on the hey
_{ ; components of the turnover model. Specifically, leavers during
E ' advancad training and duty station enhibited sharp declines in

1 completion intentions prior to leaving. Later leaver groups also

T T - e Ry ey

anhibited larger declines in net role force, job satisfaction, and
percelved work grouwp attraction over time. {
All groups generally exhibited the most favorable attitudes

f . toward  the military upon completionn of basic training, but

e

exhibited & marked decline between baeic training graduation and

e

i

. ! Reenlisters with a four vyear enlistment period exhibited [

afttar asmignment to duty station.. ) "
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Table &
SUMMARY OF DESIGN EFFECTS®

Design Grouﬁ Time Group X Time

1 (ieavers? completers, reenlisters) 84% - - {

2 (1eaversS completers, reenlisters) 64% 76% 12% :
¢

3 (1eavers? completers, reelisters) a4% 80% 28% f
:

4 (completers vs. reelinsters) 4% 84% 8% :
)

5 (completers vs. reelinsters -
three year enlistment) © 4% 40% 4%

6 (completers vs. reelinsters -
four year_enlistment) 4% 84% 16%

§ 7 (three year stayers® vs. four
! year stayers) 60% 92% 20%

- g 23

aFigures are the percentage of significant effects for the 25 variables
analyzed.

bInciudes leavers prior to basic training completion, during advanced ,
training, and during duty station. ?

CIncludes leavers during advanced training aqd duty station only.
dIncludes Jeavers during duty station only.

®Stayers include both completers and reelisters.
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initially figher completion and reenlistment intentions, higher
athtraction teo the military, higher internel motivation and growth
nesd strength, kRigher expected satisfaction, and more favorable
job  and  work group perceptions. These ditferences, imitially
between the four year reenlistment grouwp and the later leaver and
stayer groups, reappeared during the duty station and could be
attributed to initial demoqgraphic differences as well as
individual by jab interactions due to differential assignments to
MOB categories baged on initial demographic differences. FigQures
3 thrauwgh 8 grmphically illustrate the initial differences and the
phanges over fime.

Dimeriminant analyses revesled that cognitive and attitudinal
variables mpasured at the time of entry, contributed significantly
to  the prediction of memberahip in leaver, stayer, or reenliastment
GiroUpP B Completion chances, reanlisgtment intentions, military
role attraction, and aducation were the best pradictors of leaver
versus stayer status, The distinction baetween completera and
reenlicgters, however, revealed that the dembgraphic variables of
education, AFOT scores, race, and age woare better pradictors than
cognitive wr attitudimal variasbles. Table % summarizes the

diseriminant analysis resultws.

What Implicastiont Gan Ee Rrawn Erom Ihie Stwdy?

Selection procedurss that wtilize completion and reenlistment
intentions measures and role attraction indexes in addition to
traditional demographic measures of education and AFRT scores can
batter identify both high and low risk recruits at the time of

entry.

Identification and distinction of later leaver groups can
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Figure 3
Completion Infan!ions

Low

L A ~
Phase: 1 2 3
Leavers Stayers i
A.recruit fraining D.three year completers R
B.advanced tralning E. four year completers
C.duty station F.three year reenlisters
G.four year reenlisters
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Figure 4

Reenlistment Intentions

G
Group : B E
Means B
D
C
A
E
L
ow b
C
. —— ' — L1
Phase: 1 2 3

Leavers Stayers
A.recruit training D.three year completers

B.advanced training E. four year completers
C.duty station F.three year reenlisters
G.four year raenlisters
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Figure 5

Civilian Role Force

Means
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- R e I >~

Phase: 1 3 |
Lgc;crs Stayers %

A.recrult training D.three year completers | !%
B.advanced training E. four year complefers S :

C.duly station F. ihnc year reenlisters L

G.four year reenlisters ;
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High
Figure 6 :
Satisfaction
i
;: 3

] Group
Means

n§( o

>

Low

" Phase: 1 2 | 3

Leavers Stayers Sy
A.recruif training D.three year complefers -

B.advanced training E. four year complefers
C.duty station F.three year reenlisters |

G.four year reenlisters
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High
r‘ Figure 7
Growth Need Strength
”-
¢
\ Group
Means !
| : 1
., 3 E
: o
C
C :
A F
Low !
’i
Phase: 1 2 3 P k

‘:‘ v

Leavers Stayers -
A.recruit training D.three year complaters |

B.advanced training E. four year completers

F.three year reenlisters '
G.four year reenlisters | °

W
\ !

C.duly station
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Figure 8

Work Group Atiraction

- B
! Group G
Means D
E
F
C
A
Low
Phase: 1 2 3 ol
Leavers Stayers
A.recrult training D.three year completers - M
B.advanced training E. four year complefers
C.duty station F.three year reenlisters
G.four year reenlisters
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also be enhanmced by & knowledge of changes that occur over time
A E=1d compleation and  reenlistment intentions, role attraction
indexres, perceived worlk group attraction, satisfaction, internal
mativation, and growth need strength.

Strategies directed at pre-entry socialization of applicants
appear warranted to enhtance self-selaction and to modify
axpectations uwpon entry. Post-entry socialization strategies in
conjunction with identification of high risk turnover groups at
critical training and transition stagees could also enhance
retention. Specific strategiey such as accuraty portraval of role
information, organizational expectations, and career paths could
assist recruiting and advertising efforts as well as stimulate
anticipatory socialization., Fost-entry socialization stratagia;
might alsc employ:! realistic previews prior to major transition
points in training and job transfers, role modeling, the
development of coping skills, diffarential job assignments and/or
differential training and development strategies. Socialization
and/or training strategies designed to enhance group cohesian may
alse provide a sotial support system to individuale identified as
high turnover righa. An  examinationn of the practice of
contingent leadership stvles for high risk turnover groups might
aluso improve retention and reenlistment.

Future research is needed to explore the processes of
successful socialization, Buech afforts would involve more
gualitative studies that examine how successful recrults master
needed job skille, manage intergroup conflicts, define and
evercise appropriate role behaviore, adjust to group norms and

values, learn to treliably perform their assignments and to eshibit
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innovative behavior spomtarnceously. Resesrch of thise nature needs
; ty nuplore these processes  longitudinally and well bevond the

imitial ertry period into the organication.

N R i e TR D ad R ST 2 e L e e e B TR RS

The primary longitudinal study was based on a sample of 197%
P male enlistees who entered the Marine Corps through Parrig Island
Recruit Training Depot. The use of thie cohort raises questions
of generalizability with regpect to time of actesgion, locstion of
accession, and gender of enlistee. Two studies were undertaken to
provide dinsight into the generalizability of the recrwit training
Q; rezults for the original 197% Farrieg Izland male enlistee cohort.

The Ffirst generalizability study, reported in detail in

Youngblood et al., 1980, TR-10, uszed samples of recrult accessions
fraom Parris Island in July of 1977, and San Diego in July of 1977
and Januwary of 1978, Figure 2 summarizes the comparizons for the
ariginal 1974 sample and the additional three samplas.

How Were the Grouns Rifferant?

Fignificant differences among the four groups were noted for
racial composition, marital status, mental scores, age, and years
of education. Comparer to all other groups, the 1974 Parris
Island recruits had significantly higher mental scores, and the
1978 San Diego sample waw signrificantly nolder with significantly

fewer years of education.

Thaere was & significant overall difference in attrition rates
across the four groups. Comparison of individual groups revealed
ne significant difference between 1976 and 1977 FParris Island (12%

ve. 10%, & temporal comparison), marginal significance (p + .10)

T

S

AL P 5 SRR 008 AR50 et HERARELE V6T R AT 43 S o 4=t 1 0 g s s e e

B LT

b b E I e W T it e o s i St




Figure 9

SURVEY TIMES AHD LOCATIONS

26

, _LOCATION
COMPARI SON

WINTER 1978
SAN
DIEGO

| TEMPORAL

= COMPARISON

. |

v SUMMER 1976 suMMER 1977

= PARRLS PARRIS

- ISLAND ISLAND

»

.

a

-

9 f p

- SUMMER 1977

- SAN

] DIEGO

; TEMPORAL AND
i QUALITY

COMPARISON




TSPV PIEAOARRER VA0 e AT e .

27

betwaen 1977 Parris Island and San Diego (10% vs. &%, a location
momparieon) and a significant difference between 1977 and 1978 San
Diego (&% ve. 14%, & temporal and guality comparison).

How Did Graduates Differ Crom Aftrites?

. Recruit training graduates and attrites wetre compared on the

measures they completed prior to the start of training. The

pre=training measures which significantly differentiated graduates

é , from attrites Ffor all four groups were! intention to re-enlimt,

SRS

sun of the positive Marine role outcome expectancies, Marine role

AR

y; attraction, Marire role force, Marine role force minus civilian E
55% rola force, and sdpected overall satisfaction. %
% j In order to examina the attrition process in maultivariate ;
5 i termeg, a reaegression model was proposed and applied to each of the {

fawr  cohort groups. Tests of homoganeity of slope and intercept

P wme———

for all possible ways of pooling cohort groups revealed

ey

. sigrificant differencea between the 1978 San Diego sample and the

.fﬁ. other thiree cohort groups. Specifically, demographic and
g intention variables were significantly related to attrition for
: % the pool ed sampl e, while age, satisfaction, and intention

‘ variables were significantly related to attrition among the 1978

e S S e e

‘ San Diegnh sample.
| Hew Did Gtirites Differ in Beasens for Attrition? .
| % Resasong for attrition were axamined in two waysi ]
administrative and self reported. With respect to administrative 3 :
reasons, all  four wsamples discharged a substantial percentage of
recruite due to unsuitability - apathy. However, Farris Island
tended to have a higher attrition rate due to unsuitability =

peraonality. Since 1974 the attrition rate has increased for

*“"’“W‘WMW‘WWHWW () bt
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@rroneous entyry and decreased for physical disability and
sl babildty - insptitude. Tkl 5 summarizes the

admintetratively recorded reasons for recrult training attrition
im each sample.

Among the highest sel f-reported reasons for attrition for all
four groups weres missed family and friends, too much pressure,
lack of personal freedom and physical health. Rank order
correlations between each sample for T0 posaible zelf-reported
reapons  were relatively high, ranging from .64 to .80, Table &
summarizes the self report reasons for recrult training attrition
v each sample.

What windg of Individual Changes Were toted Ducing Besruit
IeainingZ

Chanmges during recruit trairning ware examined for graduates
(pre-training VB, post-training suW-veay) and for attrites
(pre=—training ve. out-placement survey). Across all {four groups,
gradustes erhibited a significant increase in leader
conalderation, Job autonomy, feedback fi~@m otherd, group
praficiency and growth needs Changes that were signrificant acrocs
three groups and were in the appropriate direction for a fourth
group wereld increased intention to re-enlist, increasaed chances
af completing enlistment, increased role force toward the Mar1ire
rele, decreasaed leader structure, and increasaed pvarall
satigfaction, The 8an Diego cobort appesred to have experienced
fawer significant changes during recruit training.

Na wsignificant changes were noted across all four groups for
attrites. Significant changes across three groups with a fourth

group in the appropriate direction were!: increased sxpectation of
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Table 7

Soif-Reparced Reasont Por Recrutt Training Attrition
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finding an acceptable ecivilian job, decreased attraction teo the
Maring role, decressed Marine role force, decreased leader
gtructure, and a decrease in dealing with others,

What Canclusiens Gan Ee Drawn Erom This Study?d

Although resulte Ffrom the 1974 Farris Island cohort were nat
conaiatently significant across all cohorts, the findinmgs of this
study generally support those of an earlier study of recruit
training attrition (Mobley, Hand, Meglinc, & Bakwer, 1978, TR-%).
Significant pre—-recrulit training differasnces digtinguished
graduates £ om attrites ard generally similar results were
obtained for other analyvees conducted.

Ferhaps the most interesting comclusion of this study is8 the
presance of two significantly different prediction equations for
pamples which differed i1in overall gquality as measuwred by age amd
level of education. Since different variables were responsible
for praedicting attrition in  these distinct groups, experimental
studies which alter entrance and discharge criteria may vield
weeful wshtrategies for maintaining staffimg levels in the future.
Buch studies should evaluate the long term effects 0of such
strategias.

The observation that graduates and attrites differad on
measures taken prior to recruit training continues to have
implications for racruiting. Alwo, thesa results raise the
poassibility nf differential treatment, counseling, and other
intervantions directed at recruits representing high attrition
riwks,

Finally, self reported ressons for attrition suggest a number

of possible interventione aimed at all recrults. Froviding
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individuals with ways of coping with the pressure of training and
methode for dealing with homesickness and the lack of personal
froedom could prove helpful in managlimg attrition.

Eepale Sample

Simce all the rasulte reported above were based on male
enlistaees, &a soparatae study using the same aet of measures was
conducted uwuning female Marine Corps recruits who entered Parrils
Island in August of 1977 and February of 1978, GSee Meobley et al.,
TR=12y for a detailed analysis of thae female sample resulta.

Haw Wag The Stuwdy Gendugted?

Fecruwits ware ashed to complete a survaey atter they arrived
at their rncruit'training location but before the actual start of
training (pre-training survey) and agaim just prior to graduation
(post-training survay). Individuals who left the Marine Corps
during training were alwso gliven a survey (out-plascement survey).
The gsurvey included measures of axpectations, values, attraction
for both the Marine and civiliam roles, leadership, job content,
Qronp satisfaction, and internal motivation. Demagraphic
information was obtaimed on individuals through the Marine Corps
Rearuit Accession Management System (RAMS) file,

What Work Role Quicooss Wers Most and Least Desirablal?

Prior ta the start of recrult training, the female recruits
were asked to rate S0 work role outcomes in terms of their
desirability or undesirability. The moet demirahle outcomes
included: laarning now oshkillst an organization that keeps itsw

promises! a job which gQives me pride in mysalfl good insurance,

medical, and financial benefits, and an exciting job. The leagt
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desirahle outcomes included: a repetitive job with little

reeponsibilityd  working closely with people who use drugsi a job
involvirng physical violenced interference with marriage and family
plansy and long zeparations from home and family.

Female recruit training graduates and attrites wers compared
on tha measures they completed prior to the start of recruit
training. The pre~training measures which significantly
differentiated female graduates from attrites included: intention
to complete the enlistment (lower for attrites) and the differemce
betweaan the militatry and civilian role forces (lower far
attrites)., Additionally, attirites exhibited higher expected
leadear consideration, lower g@rowth need strength, and lower
enpreted job autonomy . ‘ None of the demographic variables
significantly differentiated attritaes from graduates, perhaps due
to the relatively low variance in these variablea.

When the variables were subjected to a stepwisze multiple
Fegr-essl on analysims, the significant variables were expected
leader consideration (attrites higher), job autonomy (attrites
lower), akill variety (attritea higher), growth need strength
(attrites lowar) , and intention to complete the enlistment
(attrites lower).

Thm female data alwo were subjected to & hierarchical
regression analysis with the variables entered in four steps based
an an a priori model of the attrition process (Mobley et al.,
1979 Dempgraphic and personal variables were entered as the
firet asot, the axpected job content, leadership, and work group

variablas as the second zet, expected satiwfaction and net role
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faorce asw  the third set, and +inally intention to complete the
gnlistment as the final set. This analysis permites a comparigon
of  the attrition process model results for females with the
previousaly reparted analyvses for the male cohorts (Youngblood et
&l.y 1980, TR-1O).

The only set of variables which made a significamtly unique
contribution was the expected job content, leadership, and work

group set. The overall equation was significant at the p « .10

level and the adjusted R2 was wseven percant., The significant

LA

individual variables were! growth need strength (p < 1) 8 ashkill

variety (p o< LO5Y1 autonomy (p 7 JOS 3 and leader consideration (p

When the results of thie analysis were conparad with the male

resultas (Youngblood et al., 1980, TR-1Q), natable differences in
the attrition process model were evident, For the males, the
demographic/personal, expoected satisfactions/net role force, and
behavioral intention wstep F's were significant. For the females,
anly the eaenpected job content, leadership, and work group step F

was significanmt.

Thie, with raspect to the a priori attrition protess model,
the malee and femalen appear to be different. It ie important to }?
recognize, however, that the mala analyses were based on much |
1arger Qampla wizew, shibited graater variance in the independent !
variables, and that the femalew represent a "higher quality"

pample than the males as indexed by education and mental grade.

summarized bivariate analymis that expected job content factors of

akill wvariaty and job autonomy, espectad leader consideration, and

]

|

!
It is evident from this anelysis and the previously ’

I
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growth need strength are significant wnique contributors to the
prediction of foemale recruit training attrition. The importance
pf  accurate  expectations and/or  organizatioral modifications of
the job content and leadership variables is clearly suggested.
Selection on, and/or development of growth need strength also is
sugoeasted.

What Were the Maiqr Beasons for Attritien?

The survey given to attrites prior to their departure from
the Recrwit Depot included gquestions dealing with self-reported
roasons  for atterition. In termes of ramk order, the primary
reasona for attrition were reported to be:s

1. Lack of personal freedom

2. Too much pressura

T Migsed family and friends

4, Rules and regulations too rigid.

Thazse raazons also ware among the highest ranked by male
cohorts reported earlier (Youngblood et al., 1980, TR~-10). Rank
order  correlations werse computed betwesen ressons given by the
famale cohort and those previously reported by the male conhorts.

The rosultes were:

197778 Femalas ve. 1974 Parris Island Males: rho = 913
ve. 1977 Parris Island Males: rho = 774!
va. 1977 S8an Diego Males! rho = 74y
ve. 1978 San Diwmgo Malaw! rho = &9,

Thumy the male and female recrwit training attrites sampled gave

gimilar self-reported reasons for attrition, especially for the

most important reasons.

The reasonz for female attrition as administratively recorded

e A
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on  the HMC master file were "unsuitability-personality" (34.4%) and

TN RT i

B A dha e e ]

"unsuitability-apathy, defective attitude, inabillity to expend

affart constructively” (27.0%) . In the male cohorts, previously

reparted tavy Youngbl ood et al. C1TRO, TR=10)

"unsuitability-apathy” was & major adminigtrative reason for male

T o o T e T

recruit attrition at both Parris leland and San Diego and
] "unsuitability-paersonality" was a major administrative reason for ) 'y

male recruit attrition at Farris Ieland.

What Ghanges Were Qbserved During Recrwit Icaining?

; Changes during recruit +tralning were eramined for graduates
{(pre-~tiraining VB pomtwtrﬁining Bl vey) amd for  attrites 3

i (pre-training wve8. outplacement survey). For the graduates, there

were significant increases in  intention to resnlist, chances of \
complating the aenlistmant and finding an acceptable civilian job, ;
role attraction and role force {for both military ard civilian
roleg, leader consideration, unit proficiency, and growth neead
wtrength. Graduates also reaported & significant decraasse in shill
variety.,

The attrites exhibited & wignificant increase in perceived
chances of finding an acceptable civilian job, and a significant
decroane in military role force and attractlion, ieader
consideration, skill variety, task significance, feedback from the

job, satisfaction, unit attraction and proficiency.

What are the Imeplications @f tha Baswlts? }
The racruiting effort might benefit by studying the female '

outcome dasirability ratings wsince they indicete what recruits,

prior to recruit training, value in a work role. Since intentions

RS . Sl

to completa the enlistment, expected leader consideration,
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mpected job  content, and growth need strength, as measurcd prior
to recrui . training, differentiate subsequent gradustes and
attrites, such variables may be uzeful in selectiorn, counseling,
and early trecruit training processes. We continue to believe that
realigtic job previews can be one useful strategy. at bocth the
recruiting amd recruit training stages, for providing: accurate
eupectations <(of @&.Q., leader style, job content, etc.), value
clarification, coping skills, ard credible role models (see Horner
at al., 1979 . Further, ildentifying individuales with low
predicted retention eatly in the process may provide an
cpportunity for coaching and counseling prior to actual reckuit
training. Note that the female recruit training attrition profile
may diffar from the male profile. FiHally, the outcome
desirablility, eipectancy, and compoasite measures, along with the
reasons for attrition data, should be useful to persconnel policy
and practice managers in designing a military role with greater

attraction relative to the civilian role for female recruits.
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Why

[z g

@alistic Job Previgws?

Evperiences encountered by an individual prior to and shortly
after entry into a new organization have a profound effect upon
the individual®s attitudes and behavior (see Van Maanen, 197&%
Wanous, 1977, for reviews). A number of studies have shown that
Rarly twrnover is related to the new employer’s lack of realistic
information concerning the job and the organization.

Saveral recent studies of military and business organizations

have suggested supplying new and potential employees with

R T T o vty Ry e G
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realietic information concerning the organization. In & review of

carsar expectations in the military, Wishkoff (19746) concluded that

thought showuld be aiven to increasing group cohesiveness, .
% providing reality ariented training, and introducing more i
g realistiec leadership expectations. Glichkman, Goodstadt, Freay, i
- H
ﬁ ‘ korman, and Romanczuk (1974) conducted a lomgitudinal study of the i}
¢ S
! U.S. Navy. They concluded: [
4 il
g The accuracy of expectations conveyed to L
recruits PR needs to be enhanced., :
Inappropriate expectations lead +o

; disenchantment on the part of recruits, which
] inm turn lead to lessensd interest in ;)
reenlisting, az well as negative femdb&ochk to
preospective recruits among friends &nd
relatives (p. 9.

From an initial study of attrition in the Marine Corps, Mobley, |

Mand, Baker, and Meglino (1979, TR-U) suggested that an initial

raecruit  depot program aimed at clarifying expectations as well as

entancing the recruit’s enpectancy of completing his enlistment ' i
may help reduce attrition among first-term male enlistees. In &
more tecent longitudinal study, Lauw (1979) suggested providing
greering  Navy recrwite with realistic information as a procedure
to reduce attrition.
A number of attempts Mave been undertaken to reduce attrition
by giving potential or new employees a realistic job preview
TRJP) Wanous (1977 reviewed eix field studies that wera
concerned with the effects of RIF's on turnover. He concluded:
The wse of realistic job previews in the
recrultment of new membera has ahown I
conslstent results in reducing the turmover of
nevwcomerse for a wide variaety of organizationu.
Conclusions about the effect of realiam on

ather facets of the entry process must remain
tertative, however (Warnous, 1977, p. &13).

A more recent review of 10 RJFP studies (Horner, 19797 Horner,

i
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Mobley, &% Meglimo, 1979, TR-9) concluded that a distirmction must
be  made between RIP'e given before and those given after the
employment dacision. Further, while there is some evidence the
RIF'e can help reduce attrition, the evidence is incaonsistent and
the peychological mechanisms by which RIP's operate is riot well
understood.

In an attempt to explicate the possible contribution of RIP's
to attrition reduction, a aconceptual model was developed and
tested using samples of Marine Corps recruits. A simplified
version of this conceptual model ie presented in Figure 10,

A Rumber oFf  major Rypotheses follow  from this conceptual
model gpatifically, Fealistic job previews may help reduce
attrition by:

1. lowaering job ambiguitys

2. providing role modelss

T increasing efficacy expectations, it.e., confidencel

4. increasing perceived ability to cope and perform}

9« changing reole sutcome valuesnt

4. increasing trust and horestyl

7. rchanging supectations.

What Wae the Experimental Evaluation of the RJIE?

In order to evaluate the effectiveneses of the realistic job
preview (RJF) and to evaluate the processes by which it may
influence attrition, a field experiment was designed. This
experiment was conducted at the Marine Corps Recruit Depot (MCRD)
at Parrig Island, South Carolina. The experiment was labelead
PIRATE, Farris Islamnd Recruwit Assimilation Trainming Exercise.

Suhiecta. A total nf 978 enlisted male recruits participated

in  the study. This did not include 47 recruitse who were droppad

from the organization due to frauvdulant or erroneocus entry during

the time of the study. All participants were azsigned to platoons

I e e e e a i -
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in  the wsual MCRD manner. The platoon was the basic training unit
and was veed ag the unit for assignment to experimental
conditions, Once the date for starting the study was established,
all incaming recruits were included in the experiment with the
axcaption mentioned above, until 12 platoons had been filled.

RJE £ilms, The 80=-minvte color video RIP film was producad by
the Training and Support Center (TSC) at Parris Island in close
cooparation with the Center for Management and Organizational
Research, College of Business Administration, University of South
saralina (USC). Content +or the RJIP +ilm and many of the
quastions included 1in the measures were based on observations of
the training by the USC research team, previous researsh results,
and on externsive interviews with over 3I00 recruits, drill
instructors (Di's), and other Marine Corps personnel.

The RJFP $ilm was based primarily on information gained from
these interviews. Those areaz that the recruits said they wished
someone had told them about marly in their fraining were included.
Recruits were shown going through some of the training that was
parceived to be the greatest cause of concern among recruits.
Voices of the recruits and thelr instructors were played on the
gound track over the video picture. The voicas explained how the
recruit should react to certaln situations and the voices gave
advice on how to cope with the training.

The Film started with the recruits a-rival at Parris Island.
The first few davs of processing werae shown., The participants in
the study had already sxperienced most of the processing but it

wasw hoped that {f they were shown a realistic picture of what they




had already experiesnced, they would be more likely to accept the
reet of the film as being realistic.' Since the main thrust of the
grudy was to reduce early attrition, the first three weeks of
avents were shown in more detaill than the later weehks of training.
The f1lm included many of the details of daily life, from the time
tha recruit first got up in the morning until he went to bed at
night. All major evantas in training were covered. A special
section was devoted to showing how the DI was trained and how DI«
vipwed recrults. The DIi's +told how they wanted new raecruits to
act and advised the recruits on how to cope with their DI'a,

The role models chosen for- the film were not preselectaed for
voice or appearance. Most of the scenen were shot as the recruits
ware actually wndergoing the training. The good as well as the
average and pour performers were depicted in the film. The ldea
was Lo showl each recruit & successful role model with which te
idaentify. If only the bast performers were shown, it may have
bgen hard +for some imncoming recrults to identify with the role
models.

The Film alse related +actual information concerning suah
things as average improvement mcores on the physicel training
twats, the number who fail academic teasts, etc.

Euperimuntal demicn. As shown by the axperimental dewsign
(Figure 1i1), wach of the four platoons in a "series" was assigned
to ona of the four sxparimental corditions: treatment, placebo,
control I or control !, This design was raplicated for each of
the thres training battalilons.

The firet questionnaire (01) waws administered by the

researcherd to the first throe ﬁlatuann of soach series on the
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marning of their second day at Parris Island. Recruits were
assured that their answers would be hept confidential and that
thelir participation was voluntary.
After the survey was completed, the first two platcons of
each series were marched to & classroom building. One platoon was
then designated at random ae either the treatment or placebo

Qroup. Bath platoons ware aeated in separate but similar

claswrooms containing closed circult color TV monitors, The
groupes were read a&n introduction by the researchar. The treatment
group sxw  the B80-minute color RIFP video tape of what recruit
training ie really like, The placebo group saw a series of thraee
traditional Marine Corps films., The traditional recruiting films

ware  in color and  lasted approximately 82 minwtes. Both groups

recelved a 1Q=minute break during the presentation. The breaks
were staggered so that the two groups couwld net interact with each
other. |

After the presentations were completed, the platoons returned

to the receiving area where they continued to be processad. The
platoons ware kept wseparated while being processed. That same
afternoon the treatment and placebo groups returned to  the %;
clapssroomse in  the racaeiving area and were administered the second
guestionnaire (2. This questionnaire wan ildentical to the 01
MmarA s .

After three weaks of training, all platoons ware administered

the third questionnaire (O3, This guestionnalre was similar to
the previous questionnaires except the recruites were directed to
answer 1in terms of what training is like now. During the last

weak  0f  training, the fouwrth guestionnaire (04) waw administered
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to each group. The aquestionnaire was identical to Q3.

Meanuras. Measures of tuwrnaver and demographic variables
were obtained form the Recrult Accessions Management System (RAMS)
computer  file furnished by the arganization. Fearformance measureg
ware obtained <from the personnel folderse of each recruit. The
attitudinal data were obtained from questiconnaires,

Wit Were the Maigr Resulis?

Sea Horner, 1979 and Hormer, Mobley, and Meglina, 1979, TR-9,
for a complete analysis of results. Only a summary of the major
results are presented here.

Table 7 presents the resuwlts of the attrition analysis. At
three, =iy, and twelve monthes after accession, the RJF groups had
lower attrition than did the control groups. Although the thraees
month difference did not reach a satisfactory level of statistical
significance, the win and twelve month differencas were
statigtically asignificant. A similar pattern of results were
ohserved when aurvival daye were used as the criterion.

The results of the tasts of some of the primary hypotheses
regarding how the RIP operates are prasented in Table 8. When the
RJIF groups wera compared with the various contreol groups
non-statistically eignificant differences ware found for job and
organizational expectations, ewfficacy expectations and trust and
honesty. Hawever, the RJIP group was sasignificantly lower on
expected job ambiguity, revealed aignificantly more change in role
ouwtuome  values, and a marginally significant difference in abllity
Lo cope. Further, the RJIJF group, when compared to the control

groupe had significantly higher performance as measured by

Military Skill Marks (MSM).
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Table 8

SUMMARY OF PIRATE ATTRITION RESULTS

46
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Criteria RIP Groups Control Groups Significance

3 Month Attrition 10.3% 14.9% .17

§ Month Attrition 14.9% 23.8% .02

12 Month Attrition 22.4% 33.1% .0l
Nu678
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f Table 9

SUMMARY OF PIRATE RESULTS: RJP VS (CONTROL GROUPS

-

" .

) RJP vs. Control Groups ’

o VARIABLES Significance of Difference ' q

‘ Job & Organizational Expectations ns ;
Expected Ambiguity .05

g Efficacy Expectations ns ¥

l. Ability to Cope .07 3
Performance (Military Skills Marks) .01 ﬂ
Change in Outcome Valuesa .05 i
Trust and Honesty ns 5

r|
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Although the RJP did not significantly influence measured
@pectationa, it is well to note that when an individual level
aralysis  was  conducted over all  groups, the extent to which

pupectations were mnot net was significantly related to attrition.

¥

i

v}

what are the Major Genglusignz and Imelications ef the
Reswlisl

Trne results of this study indicate that a realistic job
praview given wshortly after organizational entry can help reduce
attrition. The fact that the attrition reduction affect became
stronger over time may be due to a statintical artifact, i.e.,
ralatively low variance in the early monthe. Alterfnatively oe-
additionally, the RJIJF may have a delayed or cumulative effect.

The rasuwltes dealing with  the conceptual model suggast that
the RJIF may have dto influence through several mechanisms., The
literature on organizational entry and wsocialization note the
importance of role clarity in succasaful assimilation of new
nemnbers. The prasent resulte demonstrated that the RJF
gignificantly reduced oxpacted role ambiguity.

There also wWwas an iﬁdicntinn that the RJF group waw baelter
abla to cope with their environment as reoorted pridr +o
graduation <(p <  J0QO7). Tha coping mechanism 1im & compelling
conceptuwal variable in deusigning RJIFP's. Further research is
underway to attempt to more directly evaluate the sffectws of
teaching coping mkilles via an RJP.

Tha fact that tha RIFP groups had significantly higher
performance  as  maeasuraed by Military Marhe Scorni is encouwraging.
It may wall be that the reduced ambiguity mnd.cmpinq shille

modelad in the RIP servad to enhance performance.
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The finding that the RJF group demonastrated more change in
rolea-putcome values than did the controls illustrates the
patential s=ocialization influence of RJIFP's. The organizational
aotialization literature notes that 1in new environments, values
are subject to modification., To the extent an RIF reflects values
appropriate to the organization and to the extent such values are
not too discrepant from original values, the RJP may he a valuable
socialization strategy.
what Genclusiens Gan Be DRrawn from the RJIE Euperiment?

Thie experiment serves to illustrate the potential utility of
Fealistic Job previews a8 a counter attrition and organizational
soclialization ptrategy. Given the relatively Jlow cost of
devaeleping and RJIFP compared to the costw of attrition, the RJIF
appears worthy of brondnrlimplnmnntation and evaluation.

However, several cautions are i{n order. Since the prasent
study was dore in only onae location at limited points in time,
additiaonal evalluations are in order, Furﬁhor, it must Ee
emphasized that an RJIP 1w neither a recruliting film nor & casual
gathering of information about the organization. Rather, tha RIF
should bhe & carsfully developed, realistic, situation specific
tiraatnent designed to illustrate effective coping bnhmvimﬁu,
reduce ambiguity, i1llustrate desired values, convey information
which i3 wsalient to the target awdience, and provide identifiable
role modelw.

Given these cautionm, 1t is suggested that RIF's may have
application beyond racrult  training. Use of RJFP's at the
reacruitment stage may encourage batter swlf-selection and thus

reduce later attrition. Use of RJIJP's at any major transition
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patnt, for edample, from recruit training to advanced training,

from training to duty station, from orme duty station to another,

may facilitate adjustment and bhelp reduce undesired attritian.
fealictic job previews will not be a panacea for personnel

adjustment and attrition problema. Selection criteria,

& organizatiomal and job design, leaderahip, policies and practicas
are among the variety of other relavant variables and processes,

However, RJP's may well be one important strategy for effective

: Fuman resource development ard management.

SUMMARY OF BESULIS ANR IMELICATIIQNS i

Listed below are asomae of the major conclusions of thiu i

program of research. '

! 1. Measuroes af attitudas, wxpectations, and bahavioral

can be differantiated in terms of initial differences

{

intentions are praedictive of attrition. These neasures g

increase the pradictability of attrition bevond that J

; attainable by using agducation, test scorew, and . M
damngraphics. %

2. Early leavers, later leavaera, completers, and reemlistors %

i

i

and in terme of differential rates of change I(n
attitudes, perceptions, and role attraction over the

course of the snlistment.

¥ i Ferceptions and evaluationas of civilian roles at the time

? % of entry and throughout the enlistment aenhance the
: é prediction and understanding of attrition and :
} raenlistmant behavior. ' %;
é 4. Comarty of females and "lower guality" recruits exhibit @
}
g

-
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different recruit training attrition prediction
enuations from summer month male recruits, These

reeults  sugoest the need to further acssess possible
differential recruitment, inductiorn, and early training
far sucn Qroups.

Realistic job praviews are potemntially useful in

providing recruits with realistic expectations about
their military role, building confidence, and teaching
coping skills.
Many of the self-raportaed reasons for recrult training
attrition &re similar to those found with young pecple
in other major trapsitions such ag Qoing to college, the
firat job, or first time away from home. These reasons
include perceived pressure, homesickness, percelved
rigidity in rules and regulations, perceived lack of
peraonal freedom. Coping skills for dealing with these
issuwes can be taught.

ldentification pf high attritiomn risk recruits is
feasible and may provide & basis for differential
treatmert at recruitment, induction, and garly training.
Farticularly when faced with a tight labor market, it
may be tost effective to do more to alter the
expectations, perceptions, and attitudes of high
attrition risk candidates and to consider alternative
early recruit training strategies to increase the
probability of retention.

Fay 1is orly one of a number of outcomes that contributes

to enlistment, completion, and reenlistment. Our data

I
¢
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5- ? suggest that learning new skills, being part of an
; f; effective team, having qord performance recognized,
| i having & qualified leader, and overall asttractiverness of k
f the military relative to civilianm rolee are important to '!
i rgtention and reenlistment. f
POSSIBLE ACIIONS AND EUIWRE RESEARCH Z
Listed helow are a series of actions which could be evaluated ;
and ressarched in terms of counter-attrition feasibility and E
effectivenesn. We balieve these suggestions are worthy of é
; discussion and consideration based on theoretical, aeampirical, i
ﬁ . andsor prastical bases. ‘
% 1. Qecruiting w
5 * Bive realistic job previews at the recruiting stage. {{
ﬁ * Give attitudinal mepasures at the recruiting stage and g
é combine with demographic prediction to +flag poor f
{ rishks, Cycle these predicted poor risk recruits \ I
i through a carwer counseling stage. : *Q
* Seek to increase the qualified recruit pool by ;
f getting accurate career informatiom to juniaor high 3#
% achool and high school counselors.
f * Enhance "competitivenesa" of military role relative 5?
;f to alternative civilian rolaeas in both pay and fﬁ
E; non=pay are&as. h
1 2. Bestuit Iraining \£
.? * Give realimtic job preview(a) during recrwit training E
} (must be aituation specific, realistic, current, ‘
ﬂ% é deal with malient iasvues). .
'f ! * Flag predicted poor risks uwpon arrival at recruit k'
! k.
| i
| \
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depot and give extended (e.g., 2-5 days) low stroess
processing and orientation prior to placing in
regular units for recruit training.

N oo® Farform research on the effects of differential
leadership styles for "high risk”" recruits on
parformance and retention.

* Evaluate use of short range goal-setting feedback

processes during recruit training.

T. Pzt Bacruwit Training

* Bive realistic job praviews prior to any major
transition, @vQay recruit  training to  advanced
trainings U.S. to Qkimawa, etc.

» Evaluate machaniamﬁ for enhancing "meaningfulness’ of
work roles in field infantry units.

* Enhance the ‘“competitivenegg" of the military role

T

relative tn alternative civilian roles in both pay
_and ON~pay areas.

* Saebh to minimize family disruption on duty ]
assignmenta.

4. Ggneral Additignal Fesearch

* Unit and MOS8 level raesearch on correlstes of
differential attrition rates.

* Utility analysis of attritiant When does it betcome

countaer productive to try to "salvage" an enlistea?

» Gatekeeper rasearch. What zriteria, decision, rulewm
. are Lsed by those who control attrition. What is

impact of policy decisions ralative to attrition

rates,

e e e < R b et 0
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jéé * Research on labor market effects on both recruitment
,ééj and retention. The U.S. is made up of many "labor
.%ﬁ marbets. " The impact of local labor market at the
.i time of enlistment and through the enligtment on
{; attitudes and bwzhavior 18 worthy of much closer
i anxlysis,

f * Additional research on traunsitions beyond recruit
& training. Where do personnel get their infaormation,
ﬁ’ expectations, and coping eskills ag  applicable to
%i their nentt assignment?  What are the specific
{f geographic, occupational, and/or unit factors that
A" contribute to the differential rate of change in
i-. _ attitudes, perceptions, and intentions predictive of
EJ later attrition, completion, or reenlistment?
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