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RESEARCHi ON MARINE CORPS ENLISTED PERSONNEL A'rTRITION:
FtNAL RfF'ORT

Proe-e nd of ac'tive obligated service (E,.OS) attrition iamcrnq

'f i:rE..)t term enIi s -:.t s iirs "Obviousivy a seri(.!tr problem warrarnt.:Lng

close attention. The high attrition rates experienced in the past

are evidence that the full potential of recruits is not being

achieved. Nevertheless, the measures taken to improve performance

must not degrade our forces . . .' (DODp 1978, p. 68).

Pre-EAOS attrition rates increased through the 1970'cm .nd

were running from 30, to 40C after movement to the all-volunteer

.2ervice (DOD, 197e). The attrition rate isisue is magnified by the

cost of attrition (Huck Ax Midlam, 1977) and by a relative decline

in the 17-21 year old male primary recruiting pool projected for

the remainder of this century (Wharton, 1979). These facts could

1 .4ad to problems in maintaining military manning level s and

readiness. Thus, a continuing search for better understanding of

tlhe caus•o and correlates of prw-EAOS attrition and explorattion of

counter attrition strategies are required. See Sinaiko (1977) for

a compendium 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 continuing recession and relative lack of

employment alternatives for young people are a temporary lull.

When the economy improves, recruitment and retenti on will

resurface as major challenges for military managers. Although

recent increases in military pay were a significant step, our

research indicates there are a number of non-.pay issues also

I !~-r---
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smiat,•d �,with military enlisted porsonnel rettention.

The research p'iogram conducted by the University of South

(,',,AraI i r'a z Center fat- Mariagetrnt .nd 0rganizationa. Researah

betwoen 1976 and 1981 was among tho efforts directed toward better

Understanding of pre-EAOS attrition in the military, partic-ularly

the U.S. Marine Corps.

The University of South Carolina military attrition research

program had three major components:

1. The longitudinal tracking, via surveyas and HMC maste.r
+ files, of a cohort of isome 1 m) rale, f+i rt term

enlis'toes who entered the Marine Corps in 1976 at Parris
Island Recruit Depot.

2. Ettension of -the 1976 Study to sampleM of male and FemAli
first term recruit% who entered the Marine Corps in 1977
and 1978 at San Diego or Parris Island. This phase of
the research provided an opportunity to evaluate 'the
generalizability of the recruit training results from
the original 1976 Parris Island sample.

3. An experimental evaluation of tha effects af a realistic
job preview on a sample 1978 Parris Island accessions.
This component of the study is labeled PIRATE (Parris
Island Recruit Assimilation Training Exercise).

In each of these components an attempt was made to provide

analyses and results that would contribute to the manpower

managers ability to understand and more effectively manage

attrition. The research also sought to contribute to the

understanding Of the psychological processes associated with

attrition.

Table 1 provides an annotated bibliography of the Technical

Reports prepared under this contract. Also included in Table I

are lists of Ph.D. dissertations and publications based on

research conducted under this contract. A total of 14 technical

reports, two Ph.D. dissertations, nine journal articles,

111:-.- -77=777~



pr'otaaodin)s papors, or chapters,, and one bock hsve beun generated

,•r' .mth •s pr'•5j ec.t.

In Lhe !0at ti ans 't, h t . cf (:-)L I , we? pr cv ide mnnagF.ement, 5.Uelt m u :I 1 .-5

oJ tihe resu],tz of the three major components of the study. The

rýder e r -2 eferrod to• te reIeva nt Techni ,:( al lR;epor't s an d

p ublication for detailed analysis and discussion. The summary of

results from the three major dimensions of the research program is

f aollowed by a discussion of implications for practice ,-id further

rosoarch.

This study sought to evaluate changes in Marine Corps recruit

perceptionso attitudes# expectations, values, and behavioral

intentions over four years and to relate such changes to turnover

and reenlistment. Earlier reports in this series focused an

cross-sectional analyses at various points in time (see e.g. TR-2,

5ý aB6 10) . Subsequent reports (TR-I i and 13) focused on

lon qtudinal analyses over time. The reader is referred to

I Youngblood et al., 1981, TR-13, for a complete analysis of the 4a

month longitudinal analysis.

The ),ongituldinal sample consisted of il445 t ale, 1 ir9t term,

mon-reservist Marine Corps enlisted personnel who entered the

Par r is fIsland Recruit Training Depot in August of 1976. Figure I

summarizes the basic longitudinal date collection design. Due to

incomplete datap the Phase III me~aSUres were dropped from the .

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

USC-ONR STUDY OF MARINE CORPS ATTRITION: SUMMARY OF OUTPUT
William H. Mobley, Bruce M. Meglino, Stuart A. Youngblood

Center for Management and Organizational Research
University of South Carolina

ONR: N00014-76-C-0938
NR170-819

TECHNICAL REPORTS

TR-1. 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.) First 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 .S chance of completing enlistment; 20% were:lAn-
certain or did not intend to complete enlistment; and that recruit
training graduaite and attrites differ significantly on a number of.
variables before recruit training. Complete analyses following up
this preli-"-iThi report were given in TR-2 and TR-S.

TR-2. Hobley, W., Hand, H., Logan, J., and Baker, R. Pro-Recruit Training
Values, Expectations, and Intentions of Marine Corps Recruits.
Columbia: Center for Maneagement and Organizational Research, University
of South Carolina, TR.2, ADA041194, May, 1977.

This report summarized pro-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.

TR-3. Hand, H., Griffeth, R., and Mobley, W. Military Enlistment, Reenlist-
ments and Withdrawal Research; A Critical Review of the Literature.
CoMuMbi: Center for Management and Organizational Research,
University of South Carolina, TR.3, ADA048955, 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.

TR-4. Mobley, W., Griffeth, R., Hand, H. and Meglino, B. Review and Concept utl
Analysis of the Employee Turnover Process. Columbia: Center for
Management and Organizational Research, University of South Carolina,
TR-4, ADA049307, December, 1977.

A . •, -.. ,



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.

TR-S. Mobley, W., Hand, H., Baker, R., and Meglino, B. An Analysis of
Recruit Training Attrition in the U.S. Marine Corps. Columbia:
Center for Management and Organizational Research, University of
South Carolina, TR-5, ADA053333, 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.

TR-6. Ashworth, D. N. and Mobley, W. H. Relationships Among Organizational
Entry Goals, Subsequent Goals, and Performance in a Military Setting.
Columbia: Center 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 predi=tr of
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.

TR-7. Cathcart, J. S., Goddard, R. D. and Youngblood, S. A. Perceived ýob
Design Constructs: ReliabilitZ and Validity, Columbia: center for
Management and Organizational 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.

FTR-8. Griffeth, R *., Meglino, B. M., Youngblood, S. A., and Mobley, W. H.
Advanced Training and Initial Duty Station Values, Expectations3, and In-
tentions of Marine' Corps Enlisted Personnel. Columbia: Center for
Management and Organizational Research, University of South Carolina,
TR-8, ADA069174, March, 1979.

This report swUarizes, 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 FR's 2 and 5.
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TR-9. Horner, S.O., 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
performance were significantly higher in the RJP groups (p. <.OS).
Explanatory mechanisms and managerial implications are discussed.

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

TR-ll. Youngblood, S.A., Laughlin, J.E., Meglino, B.M., and Mobley, W.H.
A Longitudinal Analysis of Military Recruit Attrition: The First
25 Months. Columbia: Center for Management and Organizational
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.

TR-12. 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. Organizational Socialization: A Longitudinal Analysis
of Attitude Change, Turnover, and Reenlistment in the MilitarX.
Columbia: Center for Management and Organizational Research,
University of South Carolina, TR-13, October, 1981.

This report analyzes 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, completers, 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.
Columbia: Center for Management and Organizational 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
itransition socialization, and assignment are discussed.

PH.D. DISSERTATIONS

Homer, S.O. A Field Experimental Study of the Affective, Intentional, and
Behavioral Effects of Orsanizatonall Entry Expectations, Columbia:
College of Business Administration, University of South Carolina, 1979.
(Dr. Homer is now Manager of Training and Development, Semiconductor
Division, Texas Instruments, Dallas).

Griffeth, R.W. An Information Processing Model of Employee Turnover Behavior.
Columbia: bepartment 'of Psychology, University of South CaroliTa 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: PTeliminary Recruit Training Results,
In Sinaiko, H. W. (Ed.) First Term Enlisted Attrition, Washington, DC,:
Smithsonian Institution, 1977.

Hand, H., Griffeth, R,,and Mobley W. Military Enlistment, Reenlistment, and
Withdrawal Research: A Critical Review of the Literature. JSAS Catalog
of Selected Documents in Psychology. Tempe, Ariz.: JSAS, Aufust," 1973.
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Cathcart, J.5., Goddard, R.B., and Youngblood, S.A. Validity of Job Design
Constructs. Southern N•.jagement Association Proceedings, November,
1979, pp. 43-46.

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 Psycholo,
1979, S5, 10-18.

Youmgblood, S.A., Mobley, W.H., and Meglino, B.M. Longitudinal and Experi-
mental Analyses of Pirst-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.: Smithsonian InstitutIon, October, 1981, pp. 5-12.

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

Mobley, W.H. Eloyee Turnover: Causes, Consequences, and Control. Reading,

Mass.: Addison-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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pre-recruit traini ng, post-recruit training, and duty station

mc asUrpnk. Table 2 ummarn i z es the statistical design of the

longitudinal study.

What, WaZ, IT

Measures included: demographic variables, expectations and

perceptions of leadership, job content, the work group, and role

rawardso satisfaction; attraction of both civilian and military

rolesm behavioral intentions to complete the enlistment and to

reenlist; and actual attrition and reenlistment behavior.

MeLsuP-OS taken at the beginning of recruit training, the end of

r ra'utit training, and after asmignment to a dUty station ,erved as

the basis for the longitudinal study. Figure 2 summarizes the

measures.

Wbot WrtLr- tt12 MO..= UY22bo2&t2

I. Can 2arly leavers (individuals who leave during recruit

training) be distinguished from later leavers

(individuals who leave after recruit training) and

stayers (those who complete their enlistment or those

who choose to reenlist) on the key components of the

turnover model (Mobleyp Griffeth, Hand, and Meglinoo

1979)?

2. Can lAt.2r leavers be distinguished from completers and

reenlistets in terms of observed changes in the key

components of the turncover model that dl2gg over time7

Table 3 summarizes the resu.lts for the demographic variables.

Among the major bivariate results, completers and reenlisters were

more educated than leavers. In terms of mental scores, early

LAI" C* I"""' d.. .



TABLE 2 11

ANALYSIS OF VARIANCE DESIGN

Survey Measures

N Group 01 02 03

Design 1
218 A V111 B V
82 C V

323 D /
557 E /
35 F /.1 __119 G

Design 2

75 C ,
278 D 0 /
497 E / V

31 F V V
110 G V V

Design 3
43 C, v

162 D 0 V V
231 E V V V

13 F V V V
64 G V V V

Design 4
Dest1n 393 D&E V V V

77 F&G V V V

Design 5 162 D /

13 F V V V

Design 6
231 E V V V

64 G V V V

Design 7
175 D&F V V V
295 E&G V V V

Note: Oi * observation obtained upon entry (01), completion of basic
training (02) or assignment to duty station (03).

V -completed survey at this phase.
N - Maximum number of observations for each design.

Group X - Leave before basic training completed.
Group B * Leave after basic training but before duty station.
Group C - Leave after dut.y station.
Group 0 * Completers with three years enlistment.
Group E - Completers with a four year enlistment.
Group F - Reenlisters after a three year enlistment.
Group G - Reenlisters after a four year enlistment. "
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Table 3

OIMXRPHIC STATISTICS FOR LEAVERS, COMLETrRS, AND REEN.STEERS

EdLcation Race Marital Status Mental Age at Enlistment
Group iN (Years) (S Cauc.) (1 Marrled) (AFQT) (Years)

A. Leave duriln
recruit training 216 i1,3G 76.1 7.3 5x.90 19.19

((15.6) (1.A0)
1. Leave after

tvraining bet before
duty statioa 111 11.09 79.3 5.4 69.76 I."

(,s1) ((1.70) (2.ou)
C. Leave after

duty station U2 11.37 7,k 6.1 $.44 16.67
(.65) (18.56) (1616)

0. Complete three
year enlistment 323 11,60 76.5 1.2 14.97 18.86

(.61)(19.70) (1.220

E. Complete four
year enlistment 157 II." U.9 2.3 65.07 61.89(,S5) (10.46) (1.29t)

F. Reenlit s ftO r
thre M" 3, 11.60 6.7 1.7 s 9,11 18.94

(.02) (20.02) (1,.U)

2. Reenlist after
four years 119 11.84 76.6 6.4 65.93 19.30(.16) (11.33) (1.94)

atwmbr of observations vary slightly duo to missing values

bfigures in Parentheses ar.i standard deviations

NOTE: Oneway analysis of warience and chi.square analsea yielded significant differences
(a-.05) among the subject groups on all dmographic variables.

'ca

WI.
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Ieavers had the lowest and reenlisters the highest scores.

Turning 'to th(z I'2 5 vvariabl.iq%, Table 4 summar'izes the

, .i.qni a-t caff e'tia -For each of the seeven statistical dessign-.

S The zi gni + ic:ant time e f ec t s are apparent. The hypothesi z (ed

initial differences between leavers, completers, and reenli.ters

in design onep also is apparent. Finallyp the group by time

eafects between designs two and threw increase as predicted.

Early leavers are clearly different from stayers on measures

taken at -the beginning of recLaruit training. Among the

di ferenc o: s arly I eavers initially h a d significantly lower

intentions of completing their enlistment, lower expectations of

ci:mpleting their mnnlistment,, lower expected satisfaction, lower

attraction to the military role, lower perceptions of work group

attraction and expected leader structure, lower internal

motivation and growth need strengthp and higher perceived chances

of finding an acceptable civilian job.

Later leavers generally exhibited different pattern oa+

attitude changes over, time than the stayer groups on the key

component*s of the turnover model.. Opedifically, leavlrs during

advanced training and duty station exhibited sharp declines in

completion intentions prior to leaving. Later leaver groups also

ex hibited larger declines in net role force, job satisfaction, and

perceived work group attraction over time.

All groups generally exthibited the most favorable attitudes

toward the military upon completionn of basic training, but

exhibited a marked decline between baic training graduation and

after assignment to duty station..

Retenlisters with a four year enlistment period exhibited

............................................... '.i"...'
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Table 4

SUMMARY OF DESIGN EFFECTSa

Design Group Time Group x Time

1 (eaversb completers, reenlisters) 84% - -

2 (teaversc, completers, reenlisters) 64% 76% 12%

3 (leavers, completers, reelisters) 44% 80% 28%

4 (completers vs. reellnsters) 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 stayerse vs. four
year stayers) 60% 92% 20%

aFigures are the percentage of significant effects for the 25 variables

analyzed.

blncludes leavers prior to basic training completion, during advanced

training, and during duty station.

Clncludes leavers during advanced training and duty station only.

dIncludes leavers during duty station only.

estayers include both completers and reelisters.

J

ii
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initiall higher completion and reenlistment intentions, higher

attr¾ct i�:n to tlne. military, higcher internl. motivation and Pirowth

ne e d st renath higher e) tpected satisfaction, and moral favoraLble

job and w•1-.I.: group p ra(lsp tio)n . These differincies, initially

between the +our year reenlistment group and the later leaver and

stayer groupsp reappeared during the duty station and could be

attributed to initial demographic differences as well as

individual by job interactions due to differential assiqnments to

MOS categories based on initial demographic differences. Figures

3 through S graphically illustrate the initial di e2rencms and the

changes ov,ý-er time.

DiIcrimi.I, nant analyses revealed that cognitive and attitudinal

variables measured at the time of entryp contributed significantly

to the prediction af membership in leaver, stayer, or roenlistmin't

groups% Completion chances, reenlistment intentionsp military

role attractionp and education were the best predictors of leaver

versus stayer status. The distinction between completer% and

ronliiistars, hawever, revealed that the demographic variables of

educationp AFQT scores, race, and age were better predictors than

cognitive or attitudinal variables. Table Z summarizes the

discriminant analysis results.

.bfi IW GMU0 QAn 2 Qu Etm Ibm 2wY2

Selection procedures that utilize completion and reenlistment

intentions measures and role attraction index.es in addition to

traditional demographic measures of education and AF(T scores can

better :Identify both high and low risk recruits at the time of

nntry.

Idontification and distinction of later leaver groups can

~ .... .- . .....
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Figure 5
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Figure 6

Satisfaction
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also be enhanced by a 1:nowledge of changes that occur over time

f or c0mp I t:Lo n and reenlistment intentions, role attraction

ind exes, perceived wor: group aftraction, satisfaction, internal

motivation, and growth need strength.

Strategies directed at pre-entry socialization of applicants

appear warranted to enhance self-selection and to modify

expectations upon entry. Post-entry socialization strategies in

conjunction with identification of high risk turnover gý-oups at

critical training and transition stages could also enhance

rc*tention. Specific strategies such as accurate portrayal of role

information, organizational expectations, and care.ýr paths could

aisist recruiting and advertising efforts as well as stimulate

anticipatory socialization. Post-entry socialization strategies

might also employ: realistic previews prior to major transition

points in training and job transfers, role modeling, the

development of coping skills, differential job assignments and/or

differential training and development strategies. Socialization

and/or training strategies designed to enhance group cohesion may

also provide a social support system to individuals identified as

high turnover risks. An examinationn of the practice of

contingent leadership styles for high risk turnover groups might

also improve retention and reenlistment.

Future research Is needed to explore the processes of

successful socialization. Such efforts would involve more

quaIalitative studies that examine how successfUl recruits mastur

needed job skills, manage intergroup conflicts, define and

ex.tercise appropriate role behaviors, adjust to group norms and i

values, learn to reliably perform their assignments and to e~xhibit

.......
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innovative boh vior spontanouslIy. Research of this nature needI'

to ,pI ore thesc* processes longitudi nally and well beyond the

:initial entry period into the organization.

GENErA~ I.z_6DL_!Y .AJL='_•L'S3

The primary longitudinal study was based on a sample of 1976

male enlistees who entered the Marine Corps through Parris Island

Recruit Training Depot. The use of this cohort raises questions

o.F goneralizability with respect to time of accession, location of

accession, and gender of enlistee. Two studies were undertaken to

provide, insight into the generalizability of the recruit training

results for the original 1976 Parris Island male enlistee cohort.

The first generalizability study, reported in detail in

Youngblood et al., 1980, TR-IO, used samples of recruit accessions

from Parris Island in July of 1977, and San Diego in July of 1977

and January of 1978. Figure 9 summarizes the comparisons for the

original 1976 sample and the additional three samples.

Significant 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 1976 Parris

Island recruits had significantly higher mental scores, and the

1978 San Diego sample was significantly older with significantly

fewer years of education.

There was a significant overall difference in attrition rates

across the four groups. Comparison of individual groups revealed

no significant difference between 1976 and 1977 Parris Island (12% f7.

vs. 10%, a temporal comparison), marginal significance ip 1:: .10)

..... .... 1.
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Figure 9
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between 1977 Parris Island and San Diego (10% vs. 6%. a location

comparison) and a signi.icant differencte between 1977 and 1978 San

Diegr. (6%. vs. 14%, a temparal and quality comparison).

Recruit training .graduates and attrites were compared on the

measures they completed prior to the start of training. The

pro-training measures which significantly differentiated graduates

from attrites for all four groups were: intention to re-enlimt,

sum of the positive Marine role outcome expectancies, Marine role

attrak.tion, Marine role force, Marine role force minus civilian

role force, and expected overall satisfaction.

' Irn order to examine the attrition proces in multivariate

terms, a regression model was proposed and applied to each of the

four cohort groups. Tests of homogeneity of slope and intercept

for all possible ways of pooling cohort groups revealed

significant differences between the 1978 San Diego sample and the

other three cohort groups, Specifically, demographic and

intention variables were significantly related to attrition for

the pooled sample, while age, satisfaction, and intention

variables were significantly related to attrition among the 1978

San Diego sample.

"Reasons for attrition were examined in two ways:

administrative and self reported. With respect to administrative

reasons, all four samples discharged a substantial percentage of

recruits due to unsuitability - apathy. However, Parris Island

tended to have a higher attrition rate due to unsuitability -

personality. Since 1976 the attrition rate has increased for
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erroneous3 entry r nd decreased for physical disability and

unsu i tb bt I i t, i n .4pt, i tUd. Tdb 1 b Io 5 ummar i - es the

admini ,trativ.ely r' ccarded reiasons for recruit training attrition

in ac h s ample.

Among the l-ighe.t .elf-reported reasons for attrition for a.ll

Eour groups were: missed family and friends, too much pressure,

lack of personal freedom and physical health. Rank order

correlations between each sample for 30 possible self-reported

rebasons were relatively high, ranging from .66 to eOQ. Table 6

stummar'izzs the self report reasons for recruit training attrition

!cin .mika manpe

Changes during recruit training were examined for graduates

(pre-training vs. post-training Survey) and for attrites

(pre-tAining vs. out-placement survey). Across all four groups,

graduates exhibited a significant increase in leader

cons'i dorationp Job autonomny, feedback f+om otherd, groDup

proficiency and growth need. Changes that were significant across

'three groups and were in the appropriate direction for a fourth

group were: increased intention to re-enlist, increased chances

* of compl-ting enlistment, increased role force toward the Mari4e

role, decreased leader structurep and increased overall

.tAis+faction. The San Diego cohort appeared to have experienced

* ,fewor significant changes during recruit training.

No significant changes were noted across all four groups for

attrites. ,Significant changes across three groups with a fourth

group in tha appropriate direction were: increased expectation of

*�*•• ........ .. . .. .... . " .... . . . --.. '. ..* *,%
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Table 7

1eIMft5eeed Reasonio Fer Recrujit rraining Atteiton

MAntel .6th metal"r.eaoe 13 1.75 4.5 3.19 9 1.11 11 Is 2."4

rho POWmY traOindd 14I" I Wa. 17 3.59 to 2.19 at 1.11 24 Z.11

rho Inability to wake friond with etherp

Family "014" weck hw. 14.3 1.7?3 6.1 3.06 23 3.11 9 2.33
rhe look It Peronanl frooedom ale Ma rine. a 3.311 1 3.4 0.6 . 3 17

other "Islamee picked 4n ft. 1 4 3.14 21 2.43 19 2.17 MI. 1.00

I had trewbie learning. i5 2.12 it 2.14 64.5 1.111 I.11

cndiliiy to complete e training scheol. is 11.63 1? 3.51 is 11.111 24 2.10

A god job Opportunity it a civilian, is 3.75 Il 2.76 1131 3.44 It 2.2

inability to got affected, 16 Wt7 14.5 11.47 19 M.1 it 221

Icings a marine Is .1 toe plysilly danending. 7 3.01 13 1. 11 1 3.11 11 4.29

*the usoigneere wone toe lieing. 11 3.64 14.5 2.6) 11.1$ L44 Is 1.24

loopaneir treated a WnfIWI. 6 3.06 i.s 3.05 5 .75 6.1 3.35

Thlers waltodlan" Pressulre ORas 3 3.24 1 3.91 5 11.94 1 2.79

1 1141111d OP ffeInIYJfri@W beck lMe, 1 3.44 3 3.20 4 3.94 4 1.60

0 It i r.4 i t" , was thle only way I
otloGoofthe Morin". 33 2.55 32 2.36 . 6.6 2,22 11 3.15

The ruies and regulation were test rigid. 4 3.16 5 3.M 10 3.60 S 3.35

Theret wasnIt enogh diit 10 11O 30 2.311 It 2.35 it 1.11 t0 2.30

want to got worIed, 1 11.11111 12 a.1s 3 1.31 is 3.11

Jiust tawl4"t $tay out of trouble at 21.3 it 1."9 14 1.23 1 3.40

A OA"ag If -V religious values. 19.1 1.61 is 2.A "6. 3.00 32 .14

Minorities ore discriminated #044"It. 14.5 2.73 1t 1.52 24.5 3.06 25 1.15

I didn't got the location I wanted. 2 .46 375 1.24 24.5 2.06 3 1.111

I 31i6-t get the trol"nin I wentd. 19.1 I.'1ll. 2.24 IS 1.55 17 3.20

I pttw"gup on Onjs. 39 2.33 30 I'll 33 1.114 "I4. 13.00

I couldn't let along with wmakerst othe~er
1.e, ? 344 It 3.06 it 2.11 14 2.10

Thers were too woy ~I'Mckey "ee rules
and regulations. 9 31.1111 9.6 2.5 3 3.00 15 3.24

I was treated like a little child. 1 3.11 It 3.52 1 .5 3.55 6.. 2.30

I atiudmnt get in aume unit I waied. U .43 35 11.19 1114 3.06 20 1."6

Mean lO 3110S

Notas Ipw,~ rank erder esprelatlwas weM Noted for oeoob of thea three feasible "ain of callerta for the isot of ranks. The correlations ores
176e Parris Itland with W9? polo-pi Iland, r a .Nt 19t? Parris slend With I177 ton diee p 11.1t11116 Oarris Island with 97M San Siel",

r*.611 197? topn Islamd with 1977 e Ian Siee p , 1977 Parr i Islanld witlh I97 oaieg". r *.691 1977 Uap Siege with 9on tan
a im.o r 0 MI o

41014 1, Strengly Disagree to 5, Strongly Agree

Soburces: fM.
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finding an acceptable civilian job, decreased attraction to the

Ma'6rine rml a.I . decreased Marine role forco, decreased leader

structure, and a decrease in dealing with others.

Although results -from the 1976 Parris Island cohort were not

consistently significant across all cohorts, the findings of this

study generally support those of an earlier study of recruit

training attrition (Mobley, Hamd, Meglino., Baker, 1978# TR-5).

Significant pra-recruit training differences distinguished

q r md at e, from attrites and generally similar results were

obtained for other analyses conducted.

Perhaps the most interesting conclusion of this study is the

presence of two significantly different prediction equations for

samples which differed in overall qutality as measured by age and

level of education. Since different variables were responsible

for predicting attrition in these distinct groups, experimental

studies which alter entrance and discharge criteria may yield

t.Iseful strategies for maintaining staffing levels in the future.

Such studies should evaluate the long term effects of such

strategies.

The observation that graduates and attrites differed on

measures taken prior to recruit training continues to have

implications for recruiting. Also, these results raise the

possibility of differential treatment, counseling, and other

interventions directed at recruits representing high attrition

risks. '

Finally, self reported reasons for attrition suggest a number

of possible interventions aimed at all recruits. Providing K

,-, .i i i ' • i ~ ~ '--i i.* i•i.t~..."-"
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individualIs with ways of coping with the pressure of training and

mothods +for deal ing with homain- ic-ln a and the lack of personal

.fr1O-domn Coul d pro./n help.ful in mizagiri ng attrrition.

Since all the results reported above were based on male

enlisteesp a separate study using the same %at of measures was

conducted using female Marine Corps recruits who entered Parris

Island in August of 1977 and February of 1978. See Mobley et al.,

TR-12, for m detailed analysis of the female sample results.

R.cruits were as1.i:Pvd to complete a survey after they arrived

at their recruit training location but before the actual start of

training (pre'-training survey) and again just prior to graduation

(post-training survey>. Individuals who left the Marine Corps

during training were also given a survey (out-placement sursey).

The survey included measures of expectations, valuesp attraction

for both the Marine and civili,,n roles, leadership, job content,

group, satisfaction, and internal motivation. Demographic

information was obtained on individuals through the Marine Corps

Recruit Accession Management System (RAMS) file.

Prior to the start of recruit training, the female recruits

were asked to. rate SO work role outcomes in terms of their

dosirability or undesirability. rhe (.g• OgNJCgtrJ outcomes

included: learning new skills; an organization that keeps its

promiseel a job which gives me pride in myselft good insurance,

medical, and financial benefits, and an exciting job. The ..2fi

_' '...• •W F.
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. outcome% included: a repetitive job with little

rmsponsibilityl working closely with people who use drugs; a job

Sinvolvin g physi.al violo:nce; interference with marriage and family

plans; and lonq -separations from home and family.

Female recruit training graduates and attrites were compared

* on the measures they completed prior to the start of recruit

training. The pro-training measures which significantly

differentiated female graduates from attrites included: intention

to complete the enlistment (lower for attrites) and the difference

between the military and civilian role forces (lower for

attritems). Additionallyp attritee exhibited higher expected

loader considerationo lower growth need strength, and lower

expected job autonomy. None of the demographic variables

significantly differentiated attrites from graduates, perhaps due

to the relatively low variance in theme variables.

When the variables were subjected to a stepwise multiple

regression analysim, the significant variablem were expected

leader consideration (attrites higher), job autonomy (attrites

lower), smkill variety (attrites higher), growth need strength

(attrites Ilower), and intention to complete the enlistment

(attrites lower).

The female data also were subjected to a hierarchical

regression analysis with the variables entered in four steps based

on an a priori model of the attrition pr(cein (Mobley et al.a

1979), Demographic and personal variables were entered as the

first set, the expected job content, leadership, and work group

variables as the second set, expected satisfaction and net role
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force as- the t.Hird set, and finally intention to complete the

enlistm.nt as the final set. This analysis permits a comparison

of tht- :-ýttrition process model results +or females with the

previAously reported analyzes for the male cohorts (Youngblood e.t

al , 1i8C0, TR-10).

The only set of variables which made a significantly unique

contribution was the expected job content, leadership, and work

group set. The overalI equation was significant at the p < .. it

level and the adjusted R2 was seven percent. The significant

individu.ual variables were.: growth need strength (p < .V0I); skill

variety (p 4.,) autonomy (p q' .05w); and leader consideration (p

When the results of this analysis were compared with the male

results (Youngblood et al., 1980, TR-1'), notable differences in

the attrition process model were evident. For the males, the

demographic/personal, expected satisfaction/net role force, and

bahhvioral intention stop F"s wera significant. For the females,
only the ei(pected job content, leadership, and work group step F

was significant.

Thus, with respect to the a priori attrition process modelp

the males and females appear to be different. It is important to

recognize, however, that the male analyses were based on much

larger sample isizes, exhibited greater variance in the independent

variables, and that the females represent a "higher quality"

isample than -the malms as indexed by education and mental grade.

It is evident from this analysis and the previously

summarized bivariate analysis that expected job content factors of

skill variety and job autonomy, expected leader consideration, and

67-1
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growth nood strength are significant uniqu..e contributors to -the

prodiction of fomale recruit training attrition. The importance

of accuratr ePpectiati(an,! and/or organizational modifications of

the job content and leadership variables is clearly suggested.

SelI.•ction on, and/or developpment of growth need strength also is

sug ges't e.

The survey given to attrites prior to their departure from

the Recruit Depot included questions dealing with self-reported

r oasons for attrition. In terms of rank order, the primary

reasonn for attrition wero reported to be:

i. Lack of personal freedom

2. Too much pressure

3. Missed family and friends

4. Rules and regulations too rigid.

These reasons also were among the highest ranked by male

cohorts reported earlier (Youngblood et al.ft 1980p TR-IO). Rank

order carrelitions were computed between reasons given by the

female cohort and those previously reported by the male cohorts.

The results were:

1977-78 Females vs. 1976 Parris Island Males: rho w .91l

vs. 1977 Parris Island Male%: rho w .741

vs. 1977 San Diego Males: rho = .74;

vs. 1978 San Diego Males: rho - .65.

Thusý the male and female rtcruit training attrites sampled gave.

similar ssl#-reported reasons for attrition, especially for the

most important reasons.

The reasons f~r female attrition as administratively recorded

Te raon or

• m ~ ~ m,•mM,• D~~~m--•,~--...... -.... . --:-; *, -," *% * :• , :. ,S ';. .. ... .",'"'. " • , r, ,,...,.. .•,, . .. ,.".',' - ",-
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on the HMC manitor file were "unsuitability-peronaIltyY (6.44%) and

'unnui tabi 1 i t,-ap.-.h, de+ eat i've atti t.ud, i nabi 1 S ty t o expe nd

L.,.Ffort corstruc tiv•eIy" (27. Z-. r0In the male cohorts, previouslAy

reparted b y Youngb I mod et al. ?19() TR,-I(:))

"unZLitability--apathy" was a major administrative reason +or male

recruit attrition at both Parriz Island and San Diego and

"unsuitability-personality" was a major administrative reason for

male recruit attrition at Parris iiland.

Changes during recruit tralnlng were examined for graduates

(pre-.trairning vs. post-traiiningq survey) an d +or attriti

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

were significant increases in intention to rienlist, chances of

completing the enlistment and finding an acceptable civilian job,

role attraction and role force for both military and civilian

rolan, leader consideration, unit proficiency, and growth need

strength. Graduates also reportad a slgnificant •ecreaso in skill

Svatity.

The attrites exhibitod a ¶iqnlficant Incremse in peraeived

chances of finding an acceptable civilian job, and a significant

decrease in military role force and attractionr .oeadmr

consideration, skill variety, task significance1 feedback from the

jobp satisfaction, unit attraction and profici-ency.

The recruiting effort might benefit by studying the female

outcome desirability ratings since they indicate what recruitisI

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

to complete the enlistment, expected leader consideration,

I.-. ,
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ontpected job content, and growth need strength, as measured prior

-to rc r u.i. training, differentiate sLubsequent graduates and

attrites, such variables may be useful in selection, counseling,

and LarlV recruit training processes. We continue to believe that

realistic job previews can be one useful strategy, at both the

recruiting and recruit training stages, for providing: accurate

e•tpectations (of e.g., leader style, job content, etc.), value

clarification, coping skills, and credible role models (see Homer

et al., 1979). Further, identifying individuals with low

pr•dicted retention early in the process may provide an

opportunity for coaching and couneeling prior to actual recluit

training. Note that the female recruit training attrition profile

may dif fer from the male profile. Finally, the outcome

desirability, e-xpectancy, and composite measures, along with the

reasons for attrition data, should be useful to personnel policy

and practice managers in designing a military role with greater

attraction relative to the civilian role for female recruits.

Ibg eIn,3t g,ýpeRiment

Experiences 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, 1976;

Wanous, 1977, for reviews). A number of studies have shown that

early turnover iss related to the new employees lack of realistic

information concerning the job and the organization.

Several recent studies of military and business orqanizatirJns

have suggested supplying new and potential employees with

" ýii~kL
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r-ealistic information concerning the organization. In a review of

areer expectations in the military, Wiskoff (1976) concluded that

thought shoutId be iV(;Ien to increasing gtroup a cohesiveness,

providing reality oriented training, and introducing more

realistic leadership expectations. G1 ickman, Goodstadt, Frey,

Korman, and Romanczuk (1974) conducted a longitudinal study of the

U.S. Navy, They concluded:

The accuracy of expectations conveyed to
recruits ... needs to be enhanced.
Inappropriate expectat i ons l ead to
disenchantment on the part of recruits, which
in turn Iead to lessened interest in
reenlisting, as well as negative feedback to
prcspectiv'e recruits among friends and
relatives (p. 5).

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

Hand, Baker, and Meglino (1979, TR-5) suggested that an initial

recruit depot program aimed at clarifying expectations as well as

enhancing the recruit's expectancy of completing his enlistment

may help reduce attrition among first-term male enlistees. In a

more recent longitudinal study, Lau (1979) suggested providing

entering Navy recruits with realistic information as a procedure

to reduce attrition.

A number of attempts have been undertaken to reduce attrition

by giving potential or new employees a realistic job preview

(KIJP). Wanous (1977) revi.ewed si:x. field Studies that wore

concerned with the effects of RJP's on turnover. He concluded:

The use of realistic job previews in the
recruitment of new members has shown
consistent results in reducing the turnover of
newcomers for a wide variety of organizations.
Conclusions about the effect of realism on
other facets of the entry process must remain
tertativa, however (Wanous, 1977, p. 615).

A more recent review of 10 RJP studies (Homer, 1979; Horer,ne

%i.. ... " .. . ,... .. .\ ,',i' "L i~'• J•i~l•.."2•', ' • " , ... . •'" " " ' • " c
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Mobley, 1 Mgl'ino, 1979, TR-9) concluded that a distinction must

bc made betweei RJP"s given before and those qiyen after the

*iip' ymen't dec ision. Further, whi e there is some evidence the

R3F-' s can help redt..uce attrition, the evidence is inconsistent and

the psychological mechanisms by which RIP's operate is not well

understood.

In an attempt to explicate the possible contribution of RJP's

to attrition reduction, a conceptual model was developed and

-tested using samples o+ Marine Corps recr-uits. A simplified

version of this conceptual model is presented in Figure 10.

A numb-r (jf major hypotheses follow -Prom this conceptual

mendel speci.fical 1yY realistic job previews may help reduce

attrition by:

i. lowering job ambiguity;
2. providing role models;
Z. increasing efficacy expectations, i.e.� confidence;
4. increasing perceived ability to cope and performl
5. changing role outcome values;
6. increasing trust and honesty;
7. changing etpectations.

In order to evaluate the effectiveness of the realistic job

preview (RJP) and to evaluate the processes by which it may

influence attrition, a field experiment wa% designed. This

experiment was conducted at the Marine Corps Recruit Depot (MCRD)

at Parris Island, South Carolina. The experiment was labeled

PIRATE, Parris Island Recruit Assimilation Training ExLercise.

g_.iesta.- A total of 978 enlisted male recruits participAted

in the study. This did not include 43 recruit% who were dropped

from the organization due to fraudulent or erroneous entry during

the time of the study. All participants were assigned to platoons
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in the usual MCRD manner. The platoon was the basic training unit

and was used as the unit for assignment to experimental

conditrions. Once the date for starting the study was established,

all incoming recruits were included in the experiment with the

exception mentioned above, until 12 platoons had been filled.

• j•.j• The 80-minute color video RJP film was produced by

the Training and Support Center (TSC) at Parris Island in close

cooperation with the Center for Management and Organizational

Research, College of Business Administration, University of South

Car aii•na (USC). Content for the RJP film and many of the

questions included in the measures were based on observations of

the training by the USC research team, previous research results,

and on extensive interviews with over ZOO recruits, drill

instructors (DI's)p and other Marine Corps personnel.

The RJP film was based primarily on information gained from

these interviews. Those areas that the recruits said they wished

someone had told them about early in their training were included.

Recruits were shown going through some of the training that was

perceived to be the greatest cause of concern among recruits.

Voices of the recruits and their instructors were played on the

sound track over the video picture. The voice% explained how the

recruit should react to certain situations and the voices gave

advice on how to cope with the training.

The film started with the recruits arrival at Parris Island.

The first few days of processing were shown. The participants in

the study had already experienced most of the processing but it

was hoped that if they were shown a realistic picture of what they



had a1ready experi anced, they would be more likely to accept the

rest of the film as being realistic. Since the main thrtust of the

V-tudy waNI to reIu.ce early attrition, the first three weeks of

-events were shown in more de.tail than the later weeks of training.

The film included many of the details of daily life, from the time

the recruit first got up in the morning until he went to bed at

night. All major events in training were covered. A special

section was devoted to showing how the DI was trained and how DIPs

viewed recruits. The DI's told how they wanted new recruits to

act and advised the recruits on how to cope with their DI's.

The role models chosen for the film were not preselected for

voice or appearance. Most of the scenez were shot as the recruits

wmre actuu:lly undergoing the training. The good as well as the

average and poor performers were depicted in the film. The idea

was to show each recruit a successful role model with which to

identify. If only the best performers were shown, it may have

been hard for some incoming recruits to identify with the role

models.

The film also related +actual information concerning such

things as average improvyment scores on the physical training

tcmets, the number who fail academic tests, etc.

guiacjUimtaUI1. 11mig As shown by the experimental design

(Figure 11), each of the four platoons in a "series" was assigned

to one of the four experimental conditions: treatment, placebo,

control I or control It. This design was repli cated for each of

the three training battalions.

The first questionnaire (01) was administered by the

researchers to the first three platoons of each series on the

i i i i i i i i ...... i ii •
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morning of their second day at Parris Island. Recruits were

assured that their answers would be kept confidential and that

their participation wa, voluntary.

After the ISurvey wa% completed, the first two platoons of

each series were marched to a classroom building. One platoon was

then designated at random as either the treatment or placebo

group. Both platoons were seated in separate but similar

classrooms containing closed circuit color TV monitors, The

groups were read an introduction by the researcher. The treatment

group saw the 80-minute color RJP video tape of what recruit

training is really Ilke. The placebo group saw a series of three

traditional Marine Corps films. The traditional recruiting -films

were in color and lasted approximatialy 82 minut, s. Soth groups

received a 10-minute break during the presentation. The breaks

were %taggmred so that the two groups could not interact with each

other,

After the presentations were completed, the platoons returned

to the receiving area where they continued to be processed. The

platoons were kept meparated while being processed. That same

afternoon the treatment and placebo groups returned to the

classrooms in the receiving aroa and were administered the second

questionnaire (02). This questionnaire was identical to the 0l

measure.

After threm weeks of training, all platoons wore administered

the third qmestionnaire (0-.. This questionnaire was similar to

the previ uus questionnaireIs ex.cept the racruits were directed to

answer in torms of what training is like now. During the last

week of trazining, the fourth questionnaire (04) was administered

00



45
to each group. The questionnaire was identical to 03.

-r. Measures of turnover and demographic variables

were obtained form the Recruit Accessions Management System (RAMS)

cnMmpkI.ter +i:Le furnished by the organization. Performance measures

were obtained from the personnel folders of each recruit. The

aittitudinal data were obtained from questionnaires.

See Harner, 1979 and Hornmer, Mobleyp and Meglino, 1979, TR-9,

for a complete analysis of results. Only a summary of the major

results arm presented here.

Tabl I 7 presents the results of the attrition analysis. At

three, si x, and twelve months after accostion, the RJP groups had

lower attrition than did the control groups. Although the three

month difference did not reach a satisfactory level of statistical

significance, the six- and twelve month differences were

statistically significant. A similar pattern of results were

observed when survival days were used as the criterion.

The results o+ the tests of some of the primary hypotheses

regarding how the RJP operates are presented in Table (. When the

RJP groups were compared with the various control groupsI,.
non-stat-istically significant differences were found for job and

organizational expectations, efficacy expectations and trust and

honosty. However, the RJP group was significantly lower on

expected job ambiguity, revealed significantly more change in role

outcome viiluesp and a marginally significant difference in ability

to cope. FULrther, the RJP group, when compared to the control

groups had significantly higher performance as measured by

Military Skill Marks (MSM).
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Table 8

SUMMARY OF PIRATE ATTRITION RESULTS

Criteria RJP Groups Control Groups Significance

3 Month Attrition 10.31 14.9% .17

6 Month Attrition 1.4.9% 23.8% .02

12 Month Attrition 22.4% 33.1% .01.

N-'678
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Table 9

SUMMARY OF PIRATE RESULTS: RJP VS CONTROL GROUPS

VARhIALES RIP vs. Control Groups

Significance of Difference

Job & Organizational Expectations no

Expected Ambiguity .05

Efficacy Expectations no

Ability to Cope .07

Performance (Military Skills Marks) .01

Change in Outcome Values .05

Trust and Honesty no

I.4

' ~1

S~~~~~~............................... ••........ ••...... "'',- i|• !::'.....",.-':
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Althoqgh the RJP did not signi+icantly influence measured

etpectations, it is wal.l to note that when an individual level

a 1 -.t ly• i 1!3 w a c. Dondu :tr e.d over all groups, the ex t (.ent to which

arpectations were not munt was signlficantly related to attrition.

The results 0f this study indicate that a realistic job

preview given shortly after organizational entry can help reduce

attrition. The fact that the attrition reduction effect became

stronger over time may be due to a statintical artifactp i.e.,

r e la iv Yl,,y low variance,- in the early months. Alternatively or

additionlly, the RJ3F' may have a dellayed or cumulative effect.

Tho retsult•i dealing with the conceptual model suggQMt that

the R3F' may have its influence through several mechanisms. The

literature on organizational entry and socialization note the

importance of role clarity in successful assimilation of new

members. The present results demonstrated that the RJFP

significantly redUced expected role ambiguity.

There also was an indication that the RJP' group was better

able to cope with their environment as reoorted prior to

graduation (p < .0•7). The coping mechanitm is a compelling

conceptual variable in designing JP' s. Further research is

underway to attempt to more directly evaluat* the effects of

teaching coping skills via an RJP.

The fact that the RJP groups had significantly higher

p~rformance as meOsLurod by Military Marks Scores is encour-aging.

It may well be that the reduced ambiguity and coping skills

modeled in the RJP served to anhance performance.
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The finding that the RJP group demonstrated more change in

rolo-outcome values than did the controls illustrates the

ootmn ti al socialization inf luence of RJPP%. The organitational

to ia.lization literature notes that in new envirnnmentso, vaLuesi

aro subject to modification. To the extent an RJP reflects values

appropriate to the organization and to the extent such values are

not too discrepant from original values, the RJP may be a valuable

socialization strategy.

Wha r.oRw~2Qm 2 cv frm tbn RRgini t

This experiment serves to illustrate the potential utility of

realistic job previews as a counter attrition and organizational

socialization strategy. Given the relatively low cost o+

de~vaIoping and IRJP compared to the costs of attrition, the RJP

appears worthy of broader implementation and evaluation.

Howeverp several cautions are in order. Sinc, the present

study was done in only one location at limited points in time,

additional evaluations are in order. Furt'her, it must be

emphasized that an RJP is neither a recruiting film nor a caaual

gathering of information about the organization. Rather, the RJP

shotld be a carefuolly developed, realistic, situation specific

treatment designed to illustrate effective coping behavior,,

reduce ambiguity, illustrate desired values, convey information

which is salient to the target audience, and provide identifiable

role models.

Given these cautions, it is suggested that RJP's may have

application beyond recruit training. Use of RJP3* at the

recruitment stage may encourage better self-selection and thus

reduce later attrition. Use of RJP's at any major transition
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point, for exiample, from recruit training to advanced training,

from training to duty station, from one duty station to another,

flay +acil :itata ad djvitment vnd htip reduci undeuired attrition.

ReaRalistic job preview vi wil. not be a panacea for personnel

adjuut ment and a ttritioan problernm. Selection criteria,

organizational and job design, leadership, policies and practices

are among the variety of other relevant variables and processes,

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

human rOSoUrcM development and management.

Listed below are com* of the major conclusions of this

"program of research.

t4 Meamuras f attitudes, expectations, and behavioral

intention* are predictive of Attrition. These measuaes

increase the predictability of attrition beyond that

attainable by using education, test scores, and

"demographics.

2. Early leavmrs, lAter leavers, compiateria, and reenlisters

can be differentiated in terms of initial differences

and in terms of differential rates of change :In

attitudes, perceptions, and role attraction over the

course of the enlistment*

Z. Perception% and evaluations of civilian roles at the time

of tentry and throughout the enlistment enhance the

prediction and understanding of attrition and

reenlitstment behavior.

4. Cohorts of females and "lower quality" recruits ethibit

i ,,
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different recruit training attrition prediction

qu Lt i t)ns +r(-m summor month male recruits. These

r Cýs LA, t S Sugfest the need to further assess. possible

d iff+ernti'.b;l rocruitmcent, induction, and early traininq

for sucn groups.

Realistic job previews are potentially useful ir,

providing recruits with realistic expectations about

their military role, building confidence, and teaching

coping skills.

. Many of the self-reported reasons for recruit training

attrition are similar to those found with young people

in other major transitions such as going to college. the

first job, or first time away -from home. These reasons

include perceived pressure, homesickness, perceived

rigidity im rules And regulations, perceived lack of

personal freedom. Coping skills for dealing with these

issues can bu taught.

7. Identification of high attrition risk recruits is

feasible and may provide a basis for differential

treatment at recruitment, induction, and ea"rly training.

Particularly when faced with a tight labor market, it

may be cost 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.

8. Pay is only one of a number of outcomes that contributes

to enlistment, completion, and reenlistment. Our data

iA



suggest that learning new skills, being part of an
effective team, having good performance recognized,

'-rhaving a -ualfied leader, and overall attractiveness %f

the militar, relative to civilian roles are important to

retention ýind reenlis•tment.

Listed below are a series of actions which could be evaluated

and researched in terms of counter-attrition feasibility and

effectiveness. We believT these suggestions are worthy of

discussion and consideration based on theoretical, empirical,

and/or practical bases.

BL

* Gi-ve realistic job previews at the recruiting stage.

* Give attitudinal measures at the recruiting stage and

combine with demographic prediction to +lag poor,

risks. Cycle these predi• cted poor risk recruits

through a carwer counseling stage.

* Seek to increase the qualified recruit pool by

getting accurate career information to junior high

school and high school counselors.

* Enhance "competitiveness" oa military role relative

to alternative civilian roles in both pay and

non-pay areas.

* Give realistic job preview(s) during recruit training

(must be %ituation specific, realistic, current,

deal with salient is.ue%).

i* Flag predicted poor risks upon arrival at recruit!4:
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depot and give extended (e.g., 2-5 days) low stress

processing and orientation prior to placing in

regular units for recruit training.

* Per+orm research on the effects of differential

lIiidership stylets for "high rick" recruits on

performance and retention.

Evaluate use of short range goal-setting feedback

processes during recruit training.

* Give realistic job previews prior to any major

transitiona, eog.a recruit training to advanc:ed

training; U.S. to Okinawa,, etc.

Evaluate mechanisms for enhancing "meaningfulness" cf

work roles in field infantry units.

* Enhance the "competitiveness" of the military role

relative to alternative civilian roles in both pay

and non-pay areas.

Seek to minimize family disruption on duty

assignments.

* Unit and MOS level research on correlates o+

differential attrition rates.

* Utility analysis of attrition. When does it become

counter productive to try to "salvage" an enlistee?

.* Gatekeeper research. What criteria, decimion, rules

are used by those who control attrition. What is

impact of po)icy decisions relative to attrition

rates. '
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* Research on labor market effects on both recruitment

and retention. The U.S. is made up of many "labor

nark(ets." The impact of local Ilbor market at the

time oF enli.tmerit and through the enlistment on

akttitudes and b: ,h avi or is worthy of much closer

analysis.

,* Additional research on transitions beyond recruit

training. Where do personnel get their information,

expectations, and coping skills as applicable to

their neot assignment? What are the specific

geographicp occupational, and/or unit factors that

contribute to the differential rate of change in

attitudes, perceptions, and intentions predictive of

later attrition, completionp or reenlistment?

.. .. .. . . . ... .. .
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Program Director, Personnel and Special Assistant for Research, Expari-
Occupational Measurement mental Programs, and Academic Programs

NPRDC (Code 12) Naval Technical Training Command (Code 016)
San Diego, CA 92152 NAS Memphis (75)

Millington, TN 38054
Program Director, Instructional Tech.
NPRDC (Code 13) Program Director
San Diego, CA 92152 Manpower Research and Advisory Services

Smithsonian Institution
Program Director, Training Systems 801 North Pitt Street
NPRJDC (Code 14) Alexandria, VA 22314
San Diego, CA 92152

Military Assistant for Training and
Program Director, Career Development Personnel Technology

and Retention Office of the Under Secretary of
NPRDC (Code 15) Defense for Research and Engineering
San Diego, CA 92152 3D129, The Pentapou

Washington, DC 20301
Program Director, Motivation and

Productivity Personnel Analysis Division
NPRDC (Code 16) AF/MPXA
San Diego, CA 92152 5C360, The Pentagon

Washington, DC 20330
Program Director, Command and

Support Systems Technical Director
NPRDC (Code 17) u.S. Army Research Institute for the
San Diego, CA 92152 Behavioral and Social Sciences

"5001 Eisenhower Avenue
Department of Administrative Sciences Alexandria, VA 22333
Naval Postgraduate School (Code 54Ea)
Monterey, CA 93940 Dr. Stanley Horowitz

Director, Manpower Support and
Department of Operations Research Readiness Prmgram
Naval Postgraduate School (Code 55Mt) Center for Naval ktalysee
Monterey, CA 93940 2000 North Beauregard Street

Alexandria, VA 22311
Technical Director
Navy Health Research Center Dr. Robert F. Lockman
P.O. Box 85122 Scientific Advisor to the DCNO(MPT)
San Diego, CA 92138 Manpower Support and Readiness Program

Center for Naval Analyses
Principal Civilian Advisor on 2000 North Beauregard Street

Education and Training Alexandria, VA 22311
Naval Education and Training Command
NAS Pensacola, Pn 32508 Dr. Bernard D. Rostker

Director, Navy Managqment Program
Assistant Chief of Staff for Research,, Center for Naval Analyses

Development, Test, and Evaluation 2000 N. Beauregard Street
Naval Education and Training Command (N-5) Alexandria, VA 22311
NAS Pensacola, FL 32508
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Dr. Irwin Sarason Dr. Stanley P. Stephenson, Jr.
Department of Psychology, NI-25 Department of Economics
University of Washington The Pennsylvania State University

502 Kern Graduate Building
Dr. Michael Borus University Park, PA 16802
Center for Human Resource Research
The Ohio State University Dr. Lorand Szalay
5701 North High Street institute for Comparative Social and
Worthington, OR 43085 Cultural Studies, Inc.

4330 East-West Highway, Suite 900
Dr. Richard C. Horsy Washington, DC 20014
Graduate School of Business Administration
Duke University Dr. Allen Newell
Durham, NV 27706 Department of Computer Science

Carnegie-Mellon University
Mr. Francis E. O'Connor Schanley Park
Information Spectrum, Inc, Pittsburgh, PA 15213
1745 South Jefferson Davis Highway
Arlington, VA 22202 Dr. Brian K. Waters

Human Resources Research Organization
Dr. Eric Flamholtz 300 North Washington Street
Graduate School of Management Alexandria, VA 22314
UCLA
Los Angeles, CA 90024 Dr. Harry Ce Triandis

Department of Psychology
Dr. David G. Bowers University of Illinois
Institute for Social Research 603 East Daniel
University of Michigan Champaign, IL 61829
P.O. Box 1248
Ann Arbor, HI 48106 Dr. Lee Roy Beach

Department of Psycholgy (NI-25)
Dr. William Bowman University of Washington
Potomac Instiute for Economic Research Seattle, WA 98195
4232 Hawthorne Street, NW
Washington, DC 20016 Dr. Eric Fredland

Department of Economics
U.S. Naval Academy
Annapolis, HD 21402
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k'anpower k&U i'rojra6 - List a

Officer in Charge Commander in Chief, U.S. Atlantic Fleet
Human Resource Management Detachment Human Resource Management Division
NAS Alameda, CA 94501 Code 15

Norfolk, VA 23511
Director, Human Resource Management

Training Department Director, Human Resource Training
Naval Amphibious School Department
NAB Coronado, CA 92155 Naval Amphibious School

NAB Little Creek
Commanding Officer Norfolk, VA 23521
Human Resource Management Center
Naval Training Center Building 304 Officer in Charge
San Diego, CA 92133 Human Resource Management Detachment

NAS Whidbey Island
Officer in Charge Oak Harbor, WA 98278
Human Resource Management Detachment
Naval Submarine Base New London Officer in Charge
P.O. Box 81 Human Resource Management Detachment
Groton, CT 06340 U.S. Naval Station Rota, Box 41

FPO New York 09540
Officer in Charge
Human Resource Management Detachment Officer in Charge
NAS Mayport, IL 32228 Human Resource Management Detachment

Box 3
Director, Human Resource Management FPO New York 09521

Department
Naval Aviation Schools Command Commanding Officer
NAS Pensacola, FL 32508 Human Resource Management Center London

Box 23
Commanding Officer FPO New York 09510
Human Resource Management Center
Pearl Rarbor, RI 96860 Commander in Chief U.S. Naval Force

Europe
CINCPACFLT Human Resource Management Division
Human Resource Management Division FPO New York 09510
Code 71
Pearl Harbor, HI 96860 Officer in Charge

Human Resource Management Detachment
Officer in Charge Subic
Human Resource Management Detachment Box 60
Naval Base, Charleston, SC 29408 San Francisco 96651

Commanding Of ficer Officer io Charge
Human Resource Management School Human Rasource Management Detachment
NAS Memphis (96) Yokosuka
Millington, TN 38054 P.O. Box 4

Seattle 98762
Commanding Officer
Human Resource Management Center Dr. Al Lau
1300 Wilson Boulevard, CWB Rm 1148 Personnel Research Psychologist

Navy Personnel R&D Center
Commanding Officer San Diego, CA 92152 A
Human Resource 14anagement Center
5621-23 Tidewater Drive
Norfolk, VA 23509
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Manpower R&D Program- List C

Technical Director Deputy A•sistant Secretary of the Navy
Office of Naval Pesearch (Code 102) (Equal Op artumity)
Arlington, VA 22217 4E775, The ;enta&on

Assistan: Stretazry of Defense (Manpower,
US Department of Defense Division (OP13

•: Wiington, DC 20301 OffEice of the Deputy Chief of N:ala Opara-
S' tions (Man ower, Personnel and Tr in,.hi)

SPrincipal D puty Assistan Secretary Of Deparcmant of the avy
the1 Navy (Manl.power & Reerve Affairs) Wshin•ton, DC 20350

4780. Th. Santa IonWashington, C 20330 Director, Human Resource Ma•nagement
Plans and Policy Branch (0p-150)

Deputy Assistant Secreary of the N4avy officae of the DCNO
(l~anove:)Departm'ent of the NV7

4ANOA, Vt whlantion Washnit|on, DC 42•301a
N, WahingtBon . DC 203•50
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Manpower R&D Prosram - List D

Director Dr. Gerald Thompson
Training Analysis and Evaluation Group Graduate School of Industrial Administrition
Dear--an: of the Navy Carnegie-Mellon University
Orlando, FL 32813 Pittsburgh. PA 15213

Co•anding Officer Dr. Richard Match
Naval Training Equipment Canter Decision Systems Associates, Inc.
Orlando, FL 32813 350 Fortune TerraceRockville. MD 20854
Library
Naval War Colle'e Mr. Ladd G.-eano
Newport, R1 02940 A. D. Little, Inc.

Acorn Park, Building 35
Mr. Philip Bernard Cambridge, MA 02140B-K )ynalnias. Inc.

158.25 Shady Gr!ove Pad Dr. Friedrich W. Stoege
R i.0e~ 20850 Deputy Chlief, Ps;chological Service

of the Federal Armed Forces
Dr. ruce fM. M!elino Y-uistrv of Defense/PZ14
Co0112e of Bus ness Ae•-l-r.stration Postfacn' 13 26
Un•versitv of South Caro!'na D-5300 Bonn 1, FRG
Colbia, SC 29208
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