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o PREFACE

1&: Job attitudes of military and civilian personnel are an
;ﬁ: . important part of retaining personnel in both federal

f§g service and specific jobs. A person’s job attitude is made
! up of many factors, and the comparison of those factors can

help us better understand why a person or group of people
are either more or less satisfied than another group.

,@; This study was to see if there were significant
3&; differences in jJob attitudes among Air Force Contract
,Q Management Division personnel assigned to Air Force Plant
o Representative Offices, the rest of Air Force Systems
é“ Command personnel, and the remainder of Air Force personnel.
NS Then, if there were differences, the study attempted toc
;ﬁ‘ explain them,
ga The data used for this study is currently maintained by |
b the Leadership and Management Development Center’'s (LMDC) {
fk Directorate of Research & Analysis at Maxwell AFE AL.
‘ However, before the end of 1986, the data will be
" transferred to the Air Force Human Resources laboratory at
W Brooks AFB TX.
o The format followed for this study was the Publication
gﬁ Manual of the American Psychological Association, with minor
) variations to meet LMDIC’s requirements. In addition, in the
o interest of brevity, the pronoun “he” was used in all
I discussions rather than the more cumbersome “he/she”
;é :lthough fFemale personnel were an important part of the
9, ata.
ﬁ% The author is indebted to Major Mickey R. Dansby and
ﬁ‘ Captain Richard H. Brown, Leadership and Management
- Development Center, Directorate of Research & Analysis, for
N their guidance and technical assistance.
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EXECUTIVE SUMMARY

Part of our College mission is distribution of the
students’ problem solving products to DoD
sponsors and other interested agencies to
enhance insight into contemporary, defense
related issues. While the College has accepted this
product as meeting academic requirements for
graduation, the views and opinions expressed or
implied are solely those of the author and should
not be construed as carrying official sanction.

[ { 5

— “Iinsights into tomorrow”

REPORT NUMBER s85-1625

AUTHOR(S) 1AJOR DAVID L. MASTIN, USAF

TITLE JOB ATTITUDES OF AIR FORCE PLANT REPRESENTATIVE
OFFICE (AFPRDO) PERSONNEL

I. Purpose: To determine if there are significant
differences in Job attitudes for personnel in Air Force
Plant Representative Offices (AFPRO) as compared to other
perscnnel in Air Force Systems Command (AFSC) and to other
Air Force personnel.

II. Pcocedure: Three steps were taken tc meet the purpcse
of this study:

(1) A literature review was conducted on major thecries
and current research on organizational behavior and Jjob
satisfaction. This was done to develop a basis to explain
any significant differences found during the analysis of the
data. For instance, Herzberg's two—-factor theory discussed
hygiene factors as environmental such as policies, working
conditions, money, and security. These tend to eliminate
dissatisfaction but do not motivate workers. Herzberg also
discussed motivators such as recognition for accomplishment,
increased responsibility, and professional growth and
development and said these will motivate workers if the
workers are otherwise satisfied through hygiene factors. He
went on to say that using job enrichment to upgrade a
person’'s responsibility, growth, and challenge of the job is
the best motivator of all.
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T2} Analyses were undertalen on both the demographic
and attitudinal data of the three groups from the Air Force
Leadership and Management Development Center's (LMDC)
Organizational Assessment Package (0AF) survey. Statistical
analyses of the data were conducted using standard
inferential statistics (Analysis of Variance with
Newman-Keuls follow-up) at the 95% confidence level.

(3 An interpretation of the factors having significant
statistical differences among groups was then accomplished
using the literature review and the author's experience as a
basis for the explaration of the differences.

IIT. Data: The data for the analyses were taken from the
LMDC s OAP data base and included 570 AFPRO respondents (37
of ficers and 533 civil service? from three AFPROs: Hughes,
El Segundo, California; Aerojet, Sacramento, California; and
Rockwell, North American Aircraft Operaticns, Los Angeles,
California (including Palmdale and Columbus). There were
6,C40 AFSC responderts (1,830 cfficers and 4,150 civilians?
and 30,710 Air Force respondents (10,700 officers and 20,010
civilians)., DOnly data collected from ! Cctober 1981 to 16
September 13885 and from respondents stationed within the
caontingntal United States were used. In addition, enlisted
personnel were not considered due to their small number in
AF>2R0s.

IV, Findings: The statistical analyses indicated AFPRO
personnel expressed significantly less positive job
attitudes than AFSC and Air Force personnel. Specifically,
AFPRC persomnmel were statistically significantly lower on 9
of the 18 factors when compared with AFSC personnel. These
faztors were Tas)h: Characteristics, Job Pelated Training,
Management and Supervision, Work Grcocup Effsctiveness,
General Organizational Climate, Shill Variety, Task
Significance, Job Feedhack, and MNeed for Enr:chment Inde:,
AFPRO personnel were also statistically significantly lower
on 11 of the 18 facteors when compars? with A1 Force

personnel. These factors were Job Perfaormance Goals, Task
Characteristics, Job Related Tra:nirg, Organizaticnal
Communications Climate, Pride, Worl Group Effecctiveness,
General Organizational Climate, Sl:1! Var:ety, Tash
identity, Tas)k Significance, ard Job Feedbach AFPRO
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personnel uwere significantly more positive compared to Air
Force personnel on anly one factor: Need for Enrichment
Index. AFPRO personnel were not significantly more positive
than AFSC persannel an any factors.

U. Recammendations: To help increase AFPRO personnel’s job
attitudes, AFCMD leadership could:

(1) Continue their current initiatives to increase the
stature of AFCMD in the eyes of AFSC and the Air Force.

(2) Focus more on motivators than hygiene factors in
future initiatives,

(3) Llook into the feasibility of additional job
enrichment for their personnel.

(4> Upgrade local AFPRO training programs.

(S1 Ensure personnel fully understand AFCMD's mission and
how it fits into the overall posture of our naticnal defense.

ix
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; Chapter One
t
o
- INTPODUCTION
4
5 The purpose of this study is to provide the Air Force
2 1 B
gﬁ Contract tlanagement Division C(AFCIIDY an analysis of the
LAY
Leadership and filanagement Development Center's (LMDC)
.~‘|! Q
R
{; Organizational Assessment Paclage .“0AP) survey data. This
iy
%% analysis campares results from OAP surveys for three groups to

assist AFCMND leaders in identifying overall attitudinal

strengths and potential perscnnel problem areas. Group i

?g cocnsists of AFCID personnel; GCroup 2 is comprised of other Air

)

w Forcz Systems Command (AFSC: personnel; and Group 3 consists of
Lo

’“, cther Air Force personnel surveyed by LMNDOC. The analyses

KX consider attitudes of officers and civilian persannel within the
E& three groups. Excluded from the analyses are enlisted personnel
i% data due to the small numbers at AFCMD detachments.

0

g; Wwhy should we be concerned about studying job attitudes 1n
;A taoday 's Rir Force? As Lawrence J. Korb (19B5.. Assistant

#E Secretary of Defense, llanpower, Installations and Logistics,

L

:1 points cut, we cannot become complacent about our improved

ﬁ; manpower situation. As a matter of fFact, the Air Faorce

Eﬁ retention rates peaked three years ago and have graduaily

‘Eg declired since then. In addition, the military-age population
;; in the United States wiil be 15% smaller by 1330 than it was in
o

?: 1
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1380 ‘Ceorrell, 18BE), One way of lessening the .mpact of fFeuer
potential recruits is to maintain high retention levels thrcough
inzreased job satisfaction,

AFCIMD 's personnel f(speclalists in sngirneering, ccrtracting,
manufactur

g. subcontracts, guality assuramces, and program

maragement) ar= all located in centractcr facilities ard are all -

o}]

irn relatively high demand in the defense cortrachtor community.

Because of this fFact, AFCMD needs tc be especially cocncerred

with retention through increased job satisfactizon.  According to
Richard A, Wheatt (persgnal cocmmunicat:aon, December 19, 1983,
Scezial Assistart to the AFCHD Cormmandesr, 1n 1884 AFCHD had an

average cilvilian perscnrel turncw rate cof 257, However, in

0]
!

the Los Angeles area, where there are seven of the twenty-four

Air Fcorce Plart Represenrntative OFf:ices (AFPROs), the average
=i1w:1lizn turnpver rate was 32%.
Since the CAP survey plays such ar impcrtant part Iin this

aprrooriate.  The idea for the survey cr:iginated @n 1873 with
the kegirmning of the all volunteer fForce Sheort, 198%Th, 'n an

General! David T. Jones (then Air Force Chief of SEtaff)

established the Air Force Management Improvemert GSroup "AFNIGT
1~ 1875 to study the nor-techrical ascects of ai- Force life.,

The results of AFNIG surveys indicatzd a need fFor lemadersh:p and

marnagement training. LMNDC was created to §:1]1 this need.

e
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Subsequently, the 0AP surwey was developed jointly by LNDC
and the Air Force Human Pesources laboratory to help LMDC meet
its missiorn. The LIMNDC survey format was based on the
situational approach to leadership and management. In additaion, {

the survey was designed tc (a) help identify crganizational

leadership/management strengths and weakresses, (h) previde
feedback to Air Ferce Preofessional Military Education scheools.
and rc» provide a data base in support of Air Forze-wide
organizational effectiveness research efforts (Short, 1985). The
ultimate goal of LMNDC is to use the survey data to improve Qir
Force leadership/management and thereby increase motivation and
productivity (Mahr, 1982). Over the years, the survey has
evolved into a 108-item bocklet i(discussed in more detail in
Chapter Three).

In order to better understand the OAP results for AFCHMD and
AFSC. one needs some appreciaticon of the scope of these
organizations. AFCMD, headquartered at Kirtland Air Force Ease.
Mew Hexico, is part of AFSC and at the same organizaticnal level
as the four product divisions: Space Division, Aercrautical

Systems Division, Electronic Systems Division, and the Armament
Division. Its mission is to perform contract administration at
all contractor plants assigned to the Air Force under the
Department of Defense Plant Cognizance Program (USAF, 1984:,
tlost of AFCHMD's persconnel are assigned to AFPROs located at
assigned contractor facilities where they administer government

contracts. AFCHMD currently has 24 AFPROs scattered across the

R R DAL VAT NI GV |
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Urited States (AFCHD, 1985)., Naone of these AFPROs is collocated
at ary Pir Force base. Examples of scme of the larger AFPROs
tover 200 personnel) include FRoclkwell International,

Los Angeles, California; Boeing, Seattle, Washington: Hughes,

El

9]

egundo, California; Lockheed, 'arietta, Gecrgia: General
Dyramics, Fort Worth, Texas; and Westinghouse, Ealtimore,
fiaryland. While AFCHMD is responsible for contract
admin:istraticn, AFSC desigrs, constructs, tests, and purchases

weapons and equipment and initial spare parts for Air Force

operaticnal and support commands. Primary emphasis in AFSC is
given to aeronautical, space, electronic, missile and armament
systems (Air Force Associaticn, 1885, This work is done
aorimarily by the four major preduct divisions listed above. All

of these divisions and all other AFSC divisions, crganizations,
and centers are located at eather an Rir Force hase or Air Force
stat:on.

In order tco examine AFCHMD job attitudes., this study pursues
four ohjectives:

(1) To review relevant background research and
orgarizaticnal behavior literature to determine what previous
reszarchers have learned about werk attitudes. and to determine
whether there are hypothesized cor confirmed differences among
AFC!'D, AFSC, and other Air Force perscnnel;

23 To compare 0DAP-measured demographic character:stics and
Jjok att:tudes of officers and civilians 1n AFOND with the

attitudes of correspending perscrorel 10 AFSC and 1n the Alr

.
L)
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Force. The comparisons are made using descriptive and
inferent:al statistics ‘Analysis of Variance iANOUR! with
Mewman-Keuls follow-up);

(3> To aralyze the statistically significant attitudinal
differences among the AFCMDO, AFSC, and other Air Force
personnel; and

(4> To develop recommendations for AFCMD leadership.

The report addresses each of these goals in the following
manner., First, Chapter Twc reviews results cof relevant
baclkground research. Chapter Three discusses the methodology
used For this study, and includes an expanded explanaticn cf the
LMBC OAP attitude survey used to collect the data, and an
explanation of the procedures used in computing ard analyz.ng
the data. Chapter Four provides the results from the data
analysis, including demographic descriptions and attitudinal
summary tables. Chapter Five i1s a discussion of the areas where

there are statistically signif:zcant differences. Finally,

Chapter Si» presents a conclusicon and recommendat:icns For arCiiD.
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E; Chapter Two

LITERATURE REVIEW

i

i% Pesearch on related literature dealing with jch attitudes
iﬁ and job satisfacticn revealed a considerable amount of

i infermation on limited groups of Air Force people, especially
Eé pilets and missilemen. Hcowever, there was no informaticrn Found
§¥ dealing specifically with contract administration perscnnel and
i} only a few reports on related areas. Therefore, this chapter
ég First reviews some of the important background literature on

%@ organizational management theory and then reviews a few studies
Q dealing with Air Force personnel.

%i There are two major groups of theories dealing with

;. motivation in organizations--content theories and process

E& theories (Hellriegel, Slocum, & Woodman, 1983). Content

&u theories focus on what specific things or actions motivate

. pecple, such as higher salaries, better working conditions, and
better supervision. Process theories attempt to explain the
process of how people start, continue, or stop certain

behaviors, and 1s concerned with rewarding desired behavior to

E; increase the chances it will be repeated. The two major content
;,".Q

gﬁ theories to be discussed are flaslow's need hierarchy theory and
X

ﬁé Herzberg’'s two-factor theory. The major process theory to be
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discussed :s Porter and lLawler's basic expectancy thecry. A
separate synopsi:s of each of thesa three theories follows.
The first major content theory Hellriegel! et al. ©1383)
discussed is Abraham H. Maslow's need hierarchy thecry. In 1
llaslcw preoposed that pecple hald 2 complex set ofF needs which he
divided irntg five hierarchical catsgeor:=2s. Thase Five -

Tategcories are physiclogical, security, affilist:pn, esteem, and

)

eif-actualization. MNMaslow alsc made faour assumpticns abcut his
~ierarchy: 712 Satisfied needs do not motivate; 22 The needs
are very complex ard a number of needs affect a person at any
cne time:; (37 Lower level needs must be satisfied before higher
lev2l needs are addressed; and 4 There are mcre ways to
sat:sfy higher level needs than lower level reeds. In cther
words. flaslow’'s theory predicts a dynamic situaticn where a
cocrtinuously changing set of needs governs behavior THellriegel

et al., 188

(W

(@}

A second ma)jcr content theory, the two-factor theory, was

J

devalcoped by Freder:ichk Herzberg in the m:id 1850's. This theory
stated that wvher pecple felt dissatisf:ed akcut their jocts treyg
were zgnzerned akout their envircnment., Eut whern pecple fFelt

gccd abewt their jcbks it had to do uith the wort i1tself (Hersey

£ Elanchard, 18838:r. Herzberg called these two categories

hyg:.sre factors and motivateors respect:ively. The hygiere
ug } = o)

J

facotcors were environmental and noluded company policies and

adr:iristrat:cnr,
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by security. The motivaters concerned the job i1tself and included
feelings of achievement, recognition for accomplishment,
challenging worl., increased responsibility, and professional

N growth and development. For the interested reader, Herzberg

- 11966 offers a more detailed description of each of these
ﬁ factors.
5
h Herzberg's two-factor theory fits in very well with Maslow's

hierarchy of needs by showing how the hygiene factors fulfill

§ the physiological, security, affiliation, and part of the esteem
§ needs; and the motivators fill the rest of the esteem needs and

? all of the self-actualization needs (Hgllriegel et al., 18831,

& However, Herzberg pointed out that hygiene factors, when

22 satisfied, tend to eliminate dissatisfaction but do not motivate
» workers., 0Only satisfaction of the motivators will motivate

% workers. Herzberg then went on to say that the best motivator

ér of all was to use job enrichment to upgrade a person’'s

A responsibility, growth, and challenge of the Jjob. Although scme
; pecple said Herzberg’'s two-factor theory was over-simplified, it
§ has endured over the past 25 years and has played a prominent

o role in today’s management aof Air Force personnel (Boren, 13980).
§‘ ) Porter and lLawler’'s basic expectancy theory states that

% satisfaction is an effect rather than a cause of performance and
- that differential performance determines rewards, which produce

5 satisfaction. Because of this, the theory emphasizes rewards

g and the processes of decision making. It also emphasizes that

i managers must take an active role in the subordinates’

2

?




mzctivaticnal process. In doing so, managers should match pecple
to Jobs and establish performance-reward contingencies. Finally,
motivation will not lead to better performance unless the
manager recegnizes 1t and rewards it on a real time basis
“Hellr:egel et al.. 13883)J,

All three theories deal with joh sati:sfaction, so it’'s not
surprising that much has been written about how to increase job
satisfaction using Job enrichment. Job enrichment allows the
emclaoyee more responsibility for planning, organizing,
controlling, and evaluating his own work. Hellriegel et al.
©1983 point out that employees whose jobs are enriched are
better satisfied and therefore tale greater interest in the
guality of their work, resulting in fewer redos, lower material
consumption, and improved custamer satisfaction. In addition,
employees have better Job attitudes, which relate directly to
lower turnover and less absenteeism. Job enrichment also leads
to employee goodwill, both on and off the job, ard to improved
employee health. Still, job enrichment pregrams do fail, and
when they do, Jjob satisfaction decreases (Hellr:i:egel et al.,
1883, Some of the major causes cited for failure by Hellriegel
et al., %1983 are managerial resi:stance, laclh of organizational
commitment, individual differences, technclogical constraints,
and organizational climate. 0Organizational climate includes the
degree of trust, communication, and support e::sting in ar

organization.
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Because of failurzs using jck enrichment technigues,
J. B. Haciman and E. E. DOldham developed a survey to measure
Jok dimensicns to try to predict cutcomes of job enrichmenrt

~H

(D

[

lliriegel et al., 1883). FHackman and Oldham (1980) define
Jok enrichment to include five ceore jeb dimensions. They are

w10 shiill variety--doing different things and using different

[
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ties, and talents; (2 task iderntity--deoing the

53

whele icb frem bheginring to end; ©3) tashk signif:cance--the
degr2e the jek has a meaningful impact orn cthers in the
crganizat:ion; %3 autonomy--gives the freedom, independerce, and
discretion tc the individual in scheduling the work and in

determining the procedures to be used; and (& b feedbacl--the

clear ard direct _nformaticn akbout perfcecrmance and !ob cutcome.
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hese fFive core jcb dimensions lead to three
psychclegical states--meaningfulness, responsability, and
Feedbaclk--which eventually lead to greater job satisfaction. In
additicrm tno their uwerk on the survey, Hackman and Oldham (1880:
develeped a formula so that an individial can develop kis own
Jjok prcfile. This Formula car alsc be used tz measure hcuw
motivating or satisfying a job is, and therefcre can be used to
help determine the individual's growth need.

Within the Air Force, there have been a number of studies
dealing with job attitudes, jck satisfaction, and jcb
enrichment. For instance, 1n 1977 the Air Force Human PResources
Labcratory completed a handbeoet c©r jok enrichment ‘Watsan &

Zumbror., 't went intc great detail on how to redes:gn ‘obhs
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usirg primary mctivation, job stimulus conditions, werker
ner-eptions, worker affective resporses, ard worker behavioral
responses. Ancther handbook was ccmpleted the feollowing year
and goes 1nto more detail of job redesign (Hendraichk, 1978). The
secord handbook provides four ecamples of early Air Force jekb
errichment programs. 0One of these, Ogder Air logistics Center,
has some similarities with AFPROs. During the trial program at
Ngden, Herzberg was brought in by the Air Force to be a
consultarnt, The results of implemert:ng Herzberg's
rezommendations were so favorable at Ogden that AFLC :mplemented
the program at its four other air lcgistic centers.

Also in 1877, a study was done on job enrichment for
engineering organizations (Purdy!. Although AFPROs are not
engineering crganizations, they do include engineers.

The study revealed four common causes for dissatisfaction
amang engineers in the field. They were (1 misutilization
of talent, (23 lack of modular Job desigr, (3! no project
maragement responsibility, and (4> limited paths for growth
into larger tasks.

In an Air Force-wide study in 1980, Boren locked at the jcb
satisfaction levels of wage grade board civilians, general
schedule civilians, and officers. He found that civilians, both
the wage grade board and general schedule, had very positive job
sat:sfacticn levels while the officers had slightly less
positive satisfaction levels. Boren 1880 further pointed out

that his results verified the Air Feorce had used jcb errichment

12
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successfully to increase the level of Job satisfaction within
these groups.

‘ﬁ The next chapter discusses the methodology used to study

i AFCHD personnel’s job attitudes in the present study, to include

- instrumentation, data collecticn, subjects, and procedures.
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? Chapter Three

s

» ° METHODOLOGY

*

{

a Instrumentation

% LMDC’s OAP was used to collect the data for this study

" (ARppendix C). The OAP consists of a computer-scored, 10S-item
4

‘l

:f survey. Responses in the survey use a scale of 1 to 7, with a
W

Y value of ”1” generally indicating strong disagreement or

4

&

N dissatisfaction with the question or statement and a "7”

W

f‘ generally indicating strong agreement or satisfaction. The
)

¢

h exact meaning of each response is clearly indicated in the
.j introduction to each module of the survey (Short, 1985). The
I,

4 survey consists of 16 demographic items and 83 attitudinal

¥ a

:; items.

? The OAP survey then groups items in the individual

f

: attitudinal modules into factors, making the results more

K)

S reliable and interpretable. According to Short (1985) the

N - reliability for the primary OAP factors is acceptable to

é’ excellent and all factors are strong, stable and consistent.
»

¥, There are 13 key factors used in LMDC's consultation process
5 and they are grouped under three areas of organizational

‘.h

2 functioning. The first area, Mission/Resources, includes the
b

" factors of Job Performance Goals, Task Characteristics, Task
(4

; 1S
3
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Autonemy, and Job Felated Training. This area deals with the
tash properties and environmental conditions of the jonb. The
second area, lLeadership Effectiveness, includes the factors of
Performance Barriers/Blockages, Management and Supervision,
Supervisory Communications Climate, and Organizational
Communications Climate. This area assesses the effectiveness of
the superviscrs and the process of accemplishing the work. The
third area, Unit Effectiveness, includes the factors of Pride,
Adancement/Recognition, Work Group Effectiveness, General
Organizational Climate, and Job Related Satisfaction. This area
measures task performance, group development, and effects on
group members.,

In addition, a fourth area, Jch Enrichment, is considered
important even though it does not contain any of the 13 key
factors normally used in management consultation. It includes
the factors of Skill Variety, Task Identity, Task Significance,
Jok Feedback, and Need for Enrichment Index. This area measures
the degree to which the job itself is interesting, meaningful,
challenging, and responsible.

Another important aspect of the OAP is its substantiated
reliability and validity. Short (198BS} described a previous
paper he had daone i1n 1881 that provided evidence of the factor-
by-factor reliability of the 0AP. During his study, he used
the test-retest for stability and Crorkach's alpha for internal
consistency. All the primary factors were shown to be reliable.

In add:ition to reliability, Short pointed cut the OAP validity

16
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was verified in a number of studies done by Conlon in 1880,

Short and Wilkerson :n 1981, and Webster in 1882. All the
results clearly i1ndicated a significant convergent validity for

the OAP.

Data Collection

LMNOC persornnel collected the data used in this report
in conjunction with management consultation visits to numercus
Air Force organizations. IMajor unit commanders initiated the
consultation process through a written request to LMDC. Once
the request was approved, LMDC sent a team to the organization
to administer the 0OAP survey over a one or twc week period,
depending on the size of the organization. The survey was given
in a controlled environment in group sessicns with all unit
persaonnel present for duty given the opportunity to complete the
survey. Furthermere, only LMDOC consultants handled the surveys
and complete anonymity was promised to unit personnel. LMDC
also gathered complementary data while visiting the unit to
round out their consultation. ‘Only the data gathered thrcugh
the 0AP survey were used in the present report.)

Although from an Air Force-wide perspective, the survey uwas
an “cpportunity sample,” the data are representative of the
bases where they were collected. All 0AP survey responses
collected are added to a cumulative data base of survey results
maintained on a computer at Gunter Air Force Station, Alabama.

This cumulative data base represents a large portion of the Air

17
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Forzz population. (To ensure curran bPis study uses cnly
data oollected from 1 Cctober 1881 to 15 Sentember 19B85.)
After the :tnitial data ccllect:crn, LIIDC perscrnel analyzed

the data to determine the organizaticral strergtrs and

vali.date the survey data and give speci:fic fszedbaclh to
supervissrs.  During this feedbaci: process, confident:al:ty uwas
marntained in regards to spec:i:fic respcrses. LNMDC alsc

coriucted workshops and seminars as required to train omit

superviscrs. Approximately fcur te sixs morths after the feedbach
tett, anocther LMDOC team returned to the urit toc measure the
prcgress of the organization., At this time, LI'CC administersad

the AP survey again, conducted interviews with selected
marzgers, and ccliected key management indicators. After
araliyzing this new informaticn, L"NIC sent a czonfidential report
or the fclleow~up results to the commander o

the organizaticn.

vhic deta from seccnd 0AP administraticrs uere :inzluded in this

Sublects

The subjects fzor this study included active duty officers

ang 2ir Forcs civiliian employses frem thres o t grougpe
arPPls, AFSC, and cother ALIr Force perscnnel. In add:tiorn, only
datz freom subjects stationed within the coniirernztal Un:ited
States were :included. The sublects from Lhe AFPR0s 1ncluded 37
off.:zcers ard 533 corilians., These czrsonrel ware from threze
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AFPROs: Aercojet, Sacramento, California; Hughes, El Segunrdo,

e %

California; and Rockuwell, North American Aircraft Operations,

Los Angeles, California (including the Palmdale and Columbus
organizations).
§ The AFSC subjects (excluding AFPRO personnel? included 1,880

" officers and 4,150 civilians. These personnel were from 11

b, . different bases including Andrews Air Force Base, Maryland;
i} wright-Patterson Air Force Base, Ohio; Edwards Air Force Base,
‘ California; Eglin Air Force Base, Florida; Norton ARir Force
A Base, California; Hanscom Air Force Base, Massachusetts; and lLos
A Angeles Air Force Station, California, among others.

Finally, the Air Force subjects (AFSC and AFPRO personnel
excluded) consisted of 10,700 officers and 20,010 civilians.

These perscnnel were from B0 different Air Force bases across

& the country. Exact sample sizes vary from one OAP factor to
g another due to some surveys being incomplete.

|

L Procedures

o The analyses of the three groups were conducted in two

separate comparisons. First is an analysis of demographics to

characterize the three sample groups. The second analysis is a

% . comparison of AFPRO personnel’'s job attitudes to those of AFSC
§ . personnel and to those of the other Air Force personnel.

i Analysis of Demographics

'? In this study, the LMDC data base was divided into three

; groups: AFPROs, AFSC, and the Air Force. These groups were
: then sub-divided into officers and civilians. The Statistical
i)

’
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}- Pachage For the Scrcial Sciences subprogram 'Crosstabs” was used

Wl
e to aralyze the data.
1y
L) .
- Compariscn of AFPRC, AFSC, anmd A:r Force Personnel
0 : _ , .
‘o Fzor this compariscon the L!'DC data base was divided into the
s
‘1 sam2 three major groups: AFPROs, AFSC, and Air Force. The
"y
ALCUA procedure was used to determine whether the groups differed, .
;g and the Mewman-Keuls procedure was then used, where needed, as a
A8
:g fzllos-up test to determine whether the specific differences
b‘l N -+
wera nigher or lower among the groups. These precedures were
" . i -
i dJsad to i1ndicate reliable differences with a 95% level of

] corf.denrcs, meaning there is a 85%% reliability the differences
d

m

) )

if d:14¢ not accur by chance. In additicn, these procedures were

i . A , .

o used to determine which factors varied significantly among the

; g Y

R4

35 .

,H three sample groups. Comparisons were made in relation to the

Ty

- four areas of organizational functioning: Missicn/Rescurces,

Leadership Effectiveness, Unit Effectiveness, and Job

Enr:chment.
4
' The results of these procedures are in Chapter Four uwhere
l . _ o
Q demagrahpic and attitudinal data are provided 1n descriptive
1&
;F paragraphs and in summary tables.
e
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Chapter Four

RESULTS
This chapter presents the results of the statistical
analyses conducted on the 0OAP survey data. First are the
results from the analysis of demographics in descriptive
paragraphs, then the results from the comparisons of AFPRO,

AFSC, and Air Force personnel’s job attitudes.

Analysis of Demographics

Tables A-1 through A-22, Appendix A, provide detailed
descriptive information on officer and civilian persornel in
AFPROs, AFSC, and the Air Force.

Cfficer Personnel

The descriptiorn of a typical AFPRO officer respondent :s
praofiled. He has at least B years in service, over 18 months at
his present duty station, over 36 months in his career field,
and less than 1B months in his present positicn. The typical
AFPRO officer respondent is also married with his spouse
employed, and less than half of the responding officers hold
advanced degrees. Even though 40% of the respondents supervise
four or more people, the typical respondent is not a supervisor
and does not write performance reports. In addition, 3B% report

their supervisors do not actually write their performance

2l
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reports. Finally, 74% 1ndicate they ei1ther will, or likely
will, make the Air Force a career.

8 typical AFSC officer respondent 1s very similar to an
AFPRC officer respondent. He has mcre than B years 1n service,
over 18 months at his present duty stat:on, more than 36 months
in »is career field, and less than 18 mcnths 1n his present R
pos:+:on, The typical AFSC coff.cer respondent :s married with
his srpouse nct employesd, and 57%. of the responding officers hold
aduanced degrees. Ewven though 29°% of the respondents supervise
four or mcre people, S6% of the respcndents are nct supervisors
a~d 6B% do not write performance repcorts. In addition, 17%
rercrt thelr superviscrs do not actually write the:r performance
reports.  Finally, 67% indicate they either will, or likely
will, make the Air Force a career.

The typical data base Air Force officer’s dempgraphics are
very similar to both the AFPRO and AFSC officer respcndents.  He
nas more than 8 years in service, over 18 menths at his present
duty station, more than 36 menths in his career Field, and less

than 12 months 1n his present positiocn. The typical Air Force

of F:zer respcndent 1s married with less tharn half of the sptuses

n

employed, while 46°% of these off:cers hold advanced degrees.

Ever though 28°% of the respcondents supervise four or more

people, 38% are not superw:isors and <9 do not write nerformance
resorts. In add:t:1or, 13% repert the:r super :scrs do net
az+tually wraite the:r performance regoris F:rally, 75% 1ndicate
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Now that descriptions of the three groups of officers are
complete, demographic reviews are presented of the typical
civilian respondents from the three groups.

Civilian Personnel

A typical AFPRO civilian respondent is described first. At
the AFPROs, 55% of the respondents have more than 8 years
federal service and over 33% have more than 36 months at their
present duty stations. Mast of them have 36 months in the career
field and 21% have been in their present positions more than 36
months. QOver 57% of the respondents are married. In addition,
while 88% of the respondents have more than a high schocl
diploma, 37% have at least a bachelor’s degree. E:ighty-two
percent of them are not supervisors. Only 5% of the respondents
report their supervisors did not write their appraisals, while
11% were not sure who wrote their appraisals. More than 76% of
them either most likely, or definitely, plan to make the civil
service a career.

Next, the profile of the AFSC cavilian respondents 1s
presented. Seventy-one percent have more than 8 years federal
serv:ce and gver 72% have more than 36 months at their present
duty staticns. fiost of them have over 36 months in the career
field, and over 4% have been 1n their present positions more
than 36 months. [lore than 72% of the respondents are married.
In addition, while 80% of the respondents have more than a high
school diploma, 4B8% have at least a bachelor's degree. Seventy-

nine percent are not supervisors. 0Only 8% repecrt their

23
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superv:isors did not write their appraisals, while 10% were not
sure who wrote their appraisals. fiore thar 78°% ei1ther
def:nitely, or most likely, plan to malke the civil service a
career.

Last is a description of the data base A:ir Fcocrce caivilians.
Siuty-seven percent have more thar B uyears federal service and
over 53% have mgore than 36 months at their presert duty
staticns. flost of them have over 36 months 1n the career field,
and cver 41% have been in their present positicns more than 36
meorths. lore than 76% of the respondents are married. In
add:i:ticn, Bl1l% of the respondents have more than a high schoel

—a

a and 17% have at least a bachelor’'s degree. Sixty-seven

85
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ercent are nct supervisors. Ornly 1C°% report their supervisors

ho]

did not write their appraisals, wh:le 13% were not sure who
wrote their appraisals. More than 81% either definitely, ar
most l:lely, plan to make the civil service a career.

In addition to these descript.ons of typical officer and
civiliarn respondents, there are some demographic differences
that should be highlighted. First, 46° of the respond:ng AFPRO
civilians have been ogn station for less than 18 months. This
compares to 1E% in the AFSC group and 21°% in the Air Force
grocun. This, of course, results 1n the fact that more than 58%
of the AFPRO civilian respondents have been at their present
cas.tions For less than 18 menths chile only 38% of the AFSC
respcndents and 39% of the Air Force data base responderts had

Leen 1n thelr present positions for less than 18 months.,  An
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i~ additional characteristic that may contribute to the high
mobility of AFPRO respondents relative to AFSC and Air Force
respondents 1s that only 57% of civilian AFPRO respondents were
‘ married compared to 72% for AFSC and 76% for Rir Force

. respondents.

LN LY
ey 2

Comparison of AFPRO., AFSC. and Air Force
Persponnel's Attitudes

3

-

Significant attitudinal differences were found to exist
5Q between AFPRO personnel and AFSC personnel, and between AFPRO
ﬁ personnel and Air Force personnel, in all four major areas:

a Mission/Resources, Leadership Effectiveness, Unit Effectiveness,

g and Job Enrichment (see Tables B-1 thru B-4, Appendix B). The

§ following paragraphs discuss attitudinal differences within

K these areas.

ﬁv AFPRO Persgnnel versus AFSC Persponnel

%‘ Results of the ANOVA procedure indicate AFPRO personnel were
‘s

E significantly different from AFSC personnel on 9 of the 18 0OAP

? factors which were considered for this analysis. These are

{ summari1zed ' from Append::¢ B 1n Table 1 (see next page). It

8 should be noted that AFPRO personnel e pressed less positive

N ' vieus on all rire of the s:gnif.cart!ly d:fferent factors.

4

f In the 'l1ss;:un PFespurces area. QoFPRPO personnel reported

8

i lower ratings c~ the lasr (Maracter.st.cs factor. Th:is

;“ indicates trey are .ess sat .st e nha~ other AFSC personnel with
&

ﬁ sgveral aspects o2f tre.: DS At 29C persc-—ei also rated Job

Pelated Tra.~iy . ..o *'a o RN 2 w18 indicates they

»
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.

ﬂ are less satisfied with the technical and cn-the-job training

le g

- they have received.

*

N Table 1

\

: Summary of AFPRO-AFSC Significant Differences

¥

v

T EEE L P

Area AFPRD AFSC Diff .

.‘“ o T T T T T T T T T T T T T T T T T T T T T T T T T T T T T T T T T TS e s s e

} lission.Fesources

3 Task Characteristics 5.10 5.139 -.09

R Job Related Training 4.158 .43 -.28 -
" Leadership Effectiveness

Management and Supervision 4.93 S.14 -.15

. Urnit Effectiveness

b Work Group Effectiveness 5.38 S5.70 -.32

.'1.l General Organizational Climate 4.63 4.79 -.16

# Job Enrichment

4 Skill Variety 5.02 5.18 -.16

i Task: Significance 5.30 S.44 -.14

" Job Feedback t.80 $.31 -.11

0 Need for Enrichment Index 5.83 5.98 -.093

+

'

¥

' In the area of Leadership Effectiveness, AFPRO personnel

’é

) rated the Management and Supervision factor lower than other

‘!

f AFSC persomnmel. This indicates their perceptions of their

)

supervisors are nct as favorable as AFSC personnel 's percepticns

K

W of their supervisors.

y The third area is Unit Effectiveness, with AFPRO personnel
1

|

u

: ower than other AFSC personnel on two factors. First, the Work
g Group Effectiveness factor was significantly lower. This

i

2 ind:cates the AFPRO persaonnel thought their productivity was

N

lower than AFSC personnel. The seccond factor rated lower was

4

N Gereral COrganizational Climate, This i1ndicates AFPRO

‘ »

L persaonnel 's perceptions of the:r crgarizaticnal environment are
:.

: o6
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not as favorable as the perceptions of the rest of AFSC's
perscnnel.

Firmally, in the Job Enrichment area, four factors shocwed
significant differences. AFPRO persgnnel indicated they
percerved their jobs required less Skill Variety than AFSC
persammel. The AFPRO personnel also reported their jobs were
less significant than other AFSC personnel ard they receive less
feedback on their )Job performance. Additionally, AFPRO
perscnnel indicated a stronger desire to have their Jjobks
enriched than AFSC personnel.

AFPRO Persgonnel versus Air Force Persponnel

Results of the ANOVA procedure indicate AFPRO personne! uvere

significantly different from other Air Force personnel cn 12 cf

the 18 0AP factors which were considered for this analysis.

Table 2

Summary of AFPRO-AF Significant Differences

Area AFPRO AF DifFf
Mission/Resources
Job Perfaormance Goals 4.61 4.85 -.24
Tas}: Characteristics 5.10 S.35 -.25
Job Related Training 4.15 4.57 -.42
Leadership Effectiveness
Organ:zational Comm Climate 4.48 4,74 -.28
Unit Effectiveness
Pride 5.15 5.50 -.3%
Wort, Group Effectiveness 5.38 S.B9 -.31
General Organizational Climate 4.53 4,.9€E -.33
Job Enrichment
Skill Variety S.02 s.21 -.18
Task Identity 5.22 5.32 -.10
Task Significance 5.30 5.81 -.81
Job Feedback 4.80 .02 ~-.ee
Need for Enrichment Index 5.89 5.8C +.08
27
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These are summarized (from Appendix Bl :n Table 2. AFPPO

- -

perscnnel expressed less positive views on 1] cf these factors

i
3
L

u

more positive wiew on only cSne factor.

b In tre !liss:cn/Eescurces area, ths AFPRD rpecsconnel wuers=

U

o

iz.er 1m three gy factors, First, the Job Performarce Goals

fac-zr :rndicates trey feel their jcobh performanrce groals are nat

¢t

oY=

r4

- A Fo

ra

ce

as CZlear, specific, or realistic as the ©

PR R R
.

perschnel.  The secord ley factor rated lcuer as Tas:
Trsracteristics. This 1indicetes ¢FPFPD perszorrel are less
K _ = )
! sat:sl1ed with thair jcbks. The thir-d facotor o e
''rosion ‘Pescurces area rated lower was Job Pelated Training.
i Th:s :1~dicates perscrrel are less setisfied :1th the techrical
R
:‘ and zn-the-ioh trazm:ng they heave reoeived,
I - ;
ﬁ The secord maicr area, Leadersh:p fff=zcc:verass, had only
¥
)

o2 tey factor, Crganizatioral Cemmunicat.ors T!imate, rated

cwer by AFPRQ perscnrel. This :~d:icates the

i ne=2ds as ctrer A:r Yorce perscnrnel vien treic managerant,

" - 4 2 ] 3 hogll aolf = SN [ | - [ -

f “he third majcr area, Unit Effect:ive-ess. bad thres faczicrs

:

i)

)

) rat2d sigrificartly louar for AFBREY merspor-z! as corcared to 07

K T 1 > & M -
Feroe zcerscrnel. First, AFPPC pecrple have a2 lo.er fesl:ing of
Pr:des 1~ theic jzbs. Secaond. AFPRPL recsoerepl percel oz thelr Word

.

g Zroup BEffectivensse 1s lowsr,  Thoo rslatog too the noality and

3
quartity cf their work group cuiputl. Gerara. Jrganizaticoral
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their organizations are not interested in them as much as Air

Force personnel think their organizations are.

é In the last major area, Job Enrichment, all five factors

a were significantly different between the groups. AFPRO

o . personnel indicated they perceived their jobs reguired less

% Skill Variety than other Air Faorce personnel. They founrnd their
'g ’ Task Identity, or their perception of how much of a complete

& wordk unit they perform, was lower than For Air Force persconnel.
: Furthermore, their perceptions of the Task Significance of their
;: jobs were significantly lower than theose of Air Force persorrel.
? Fimally, AFPRO rerscnnel felt they received less fFeedback thar
;? Air Force personnel on job performance. However, in the Need

;5 for Enrichment Index factor, AFPRO persornnel had less desire

than the Air Force personnel to have their jobs enriched.

L) In summary, AFPRO personnel were statistically significantly

s less positive than either AFSC or Air Force persornel in all
) maicr areas. Table 3 (on next page! shows the summary cf the
i. four areas and the 18 factors. The "-” or ”"+" indicates either

W a negative or positive significant statistical difference inr

N the given factor in comparison with the indicated group. For
g detailed information con the results for these factors please

é” . refer to Append:ix B.

* Specifically, AFPRO personnel were less pcsitive tharn both
& AFSC ard Air Force personnel on seven factors: Task: Character-
(4

W istics, Job Related Trainirng, Work Group Effectiveness, CGenreral

Organizational Climate, 5)111 Variety, Task Significance. and

f =
3
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Table 3

Summary cf Significart [:ffer=nces

Missicon/Rescurces
Jok Perfecrmance Geals
Tasy Characteristics
Tasx Autonamy
Job Eelated Training
. eadership Effectiveness
Performance Barriers/Elactages
"lanagement and Supervision
Supervisory Comm Climate
Qrganizatioral Comm Climate
Urit Effectiveness
Pride
Advancement /Reccgnition
Work Group Effectiveress
Sen Crganizational Climate
Job Relatead Satisfacticr
Jok Enrichment
Skill Variety
Tash, Identity
Tasi. Significance
Job Feedback
Need for Enrichment Inde:

Also, AFPRO personrnnel

Conly? 1n two ather

and Enr:chment

Meed for
were less pasitive than Aa:xr
Job Performance
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a
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ate, Pride,
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(Th2 results alsoc show AFSC perscnnel
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1t is obvious there is a general trend for AFPRO personnel
toc be less satisfied than AFSC personnel and AFSC perscrnel to
be less satisfied than Air Ferce personnel. Although the
results seem quite s:gnificant, they can nct stand alcne withcut
discussion of them. The next chapter discusses the sigrnificant
results and relates them tc the motivation theories discussed

earlier and the realities of the AFPRO werk environment.

31

.....

ot

i SR P N P .
c"&.f&fz'(-.'\n':;.'.ry‘? ‘




A e A A la Ja b e fie Bl by -ABa Al at. Y r-v;-w\mvimn\‘lmxwv(‘tvvl,“

Chapter Five

DISCUSSIDN

The purpose of this study is to provide AFCMD leadership an
analysis of LMNDC’'s OAP survey data by identifying important
demographic differences and discussing how AFCMD’s respondents
perceived their overall job attitudes as compared to other AFSC
and other Air Force respondents. AFCMD leadership may use this
analysis to determine if policy or program changes should be
made to increase favorability of job attitudes among AFCHMD

personnel.

BDemographics

In the area of demographics, the high mobility of the AFPROD
work force was highlighted. Specifically, even though ths ages
of the personnel in the three groups were very close, AFPRO
respondents had significantly less time in the Air Force than
the other two groups. For instance, 26% of the AFPRO persocnnel

had less than 3 years in the Air Force while only 13% of the |

AFSC respondents and 16% of the Alr Force respondents had less
than 3 years. Furthermore, the AFPRO personnel had less time at
their current duty stations and 1n their current jobs. UWhile
46% of the AFPRO persomnel had been at their duty stations fcr

less than 18 months, only 16% of the AFSC personnel and 21% of

33




tne Arr Fcrece perscnnel had beer at thezir duty stat:ions less
than 18 manths. Alsg, S8% of the AFPET persaonrel had been 1n

their present positions for less than (8 months, compared to

,&. only 38°% for the AFSC perscornel ard 39°% for +he Air Force

‘

' 5

w% persornel. The last factor, which may 1mpact the mob:lity of

h

L)

2 W ° :

N the AFPEC wortfecrce, :1s that 37° of them ars oz married. This .
\.i:.

ﬁ\‘ czomeares to 20% for the AFSC persomnel and 18% for the Alr Force

2% _
?ﬁ perscnrel.

2,0

K

These demcgraphics must be baianced with the fact that tuwc
=f che three AFPFOs 1n the sample were 1n the Los Angeles area
which erper:iences a much higher turncwver rate than AFCHMD 1n

gereral, This may be a major facztcr i1 the lowsr attitudinal

differerces of AFPRO respondents as ccocmpared to AFSC and Air

" .-h

280 For e respondents.

' »

R

{2 Attitudinal Differerces

The results of the attitudinal d:fferences were not

St

- "Q‘m‘
rh

enczuraging. AFPR0 respondents had cersistently less positive
;ﬁ. izk aztitudes tran either AFSC or a:r Force respondents. EBecause
\
s".:\ . ‘ : e
Q) of the rumber of factors which are statistically s:gnificantly
1%
Wy -
ﬂ! different, the discussion aof the attitudinal differences w:ill be

presented by the four major areas cf osrganiza

T

'

crnal funmcticring.

ission PeEscurces

With:in th:s area, Jocb Related Tra.ning racd the seccond lcwest
mezn of the 1B factcrs examined. So egen though the AFPRO
responderts were s:gnificantly lower crar the cther twc groupgs,

Lhase grours were alse relatiely o compared Lo thelir other
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factors. Jcb Related Training is made up of both technrn:cal and
on—-the-job training. With the high turnover experienced in
AFCMDB, and especially in the Los Angeles area, it is understand-
able this factor would be rated low. According toc Lt Ccl

. Larry E. Bost, Deputy Director of Plans at AFCMD, the command
normally receives about 45% of the slots for technical courses
needed to complete their arnual training requirements (personal
communication, February 28, 1886). The problem of on-the-jcb
training is also compounded by the high turnover because the
experienced people are often too busy with their primary wer!: tco
teach someone new how to do the Job. If an individual 1s not
properly trained. either through technical or cn-the-!ob
training, there 1s little chance he can be motivated, cor become
motivated, according to Herzberg’s two-factor thecry motivators.
An individual must understand the fundamentals of a job before he
reaches cut for those motivators such as more challenging wcrlk,
increased responsibility, or professional growth and development.
Nor is there a very good chance that individual would beccme
satisfied according to the Porter and Lawler’s basic expectancy
theory because satisfaction is thought to he arn effect, rather
than a cause, of performance.

Another factor in the Mission/Resources area on which AFPRO

respondents were significantly lower than both AFSC and Air
Force respcndents was Task Characteristics. This factor is

basically a combination of the Job Enrichment area factors which

had the highest mean of the four areas. AFPR0O respcrdents alsc
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s rated this factor a full half pcint higher than any of the other
§ Factors 1n this area.
)
) The third ard last factor rated s:gn:ficantly lcwer by the
B |
r, AFPPO perscnnel 1n this area was .Job FPerformance Geoals. This
3
L7
"
5 factcr. which measures the extert to which iob perfermance goals
o
are zZlear, sgescific, realistic, understandabkls, and challermging .
w;"
§ -
&, was also rated very low by the AFSC respondents. There are feuw
2 h
'% checiilists to follow at the AFPROs as there are i1n many parts of )
"
the R:r Ferce because other tharn 1n the guality assurance area.
' .
) AFPRO werkh tends not to be checkl:st criented. The high
;‘ > .
gﬁ turrcoer rate irnfluences this factor because 1t 1s hard tc set
\:"
L . . .
meaningful goals For trainees 1n an unstructured environment.
o ]
2 leadersh:p Effectivensss
A
1! AFPROs were only statistically different cnce from each
.I
Zroup in this area. They were significantly different in the
_&a"
‘o Orgarizational Communications Cl:mate cocmparison with Air Force
T respondents. This factor measures the werlkers perceptions of
_ open commurications in the organizaticr and that adequate
i
;$ :nformaticn is provided to accomplaish the job.  When there 1s a
)
d
: 15:1 ratio cf civilian to military perscrrnel, coupled with the
';ﬁ
fact that the werking envirornment 1s 1n a contractcor's facility,
it 1s nct hard to understard that many 2of the z:iviliars may not
)
feel they are in a military organ.zation. However, every AFPRO
h Y
is a military organrizat:ion and has a m:l:taru cocmmander and
s
3 Jdecuty commander tenxcept for tun @FPRPUO<c: ard tend to be more
s
. structured than civ:lian crgan:zabroras.
T
s
L 36
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AFPRO respondents also had a significant difference from
AFSC respondents in the Management and Supervision factor. This
factor had the highest mean in the area and with each group. The
differerce, even though statistically significant, probably :is

- not practically significant when the ratio of civilian to
military is considered in light of the lLos Angeles location cf
two of the sample AFPROs.

Unit Effectiveness

The area of Unit Effectiveness had two factors in which
AFPRO respondents were significantly different from beth AFSC
and Air Force respondents, and one factor for which they were
significantly different from just the Air Force respondenrts.

In addition, the factcr of Advancement/Reccgnition will be
discussed.

Even though the AFPRO respondents rated the Work Group
Effectiveness factor very high, they were still significantly
lower than both AFSC and RAir Force respondents. This factor
measures their perceptions of the work group’'s produqtivltg. It
is urderstandable with the high turnover rate that this wculd be
rated lower than the other two groups. However, it is
surprising it is rated so high by the AFPRO respondents. This
indicates the work groups are maintaining some cohesiveness even
with the high turnaover.

The General Organizational Climate factor was the second
Factor in this area for which AFPRO respondents were

significantly different from both AFSC and Air Force
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resccrderts., Th:s factcocr measures the
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cof <he crganizatioral envircrnment, to ncliude the crganization’s
cormitment | cocmrunications, and prgav:zat:ional pride. The
cecrzeptions aof the AFPRO respcondents :ndicate that, even though
the smaller wcrk groups are mainta:ning some cchesiveness, the
organizations as a whole are not. Aga:n, =2ven with the high
tur—~over rate, uvcrkers have the coportun:s

to get te krcw the

lel=lolaB!
—eaT

nie 1n their work arees, but find v d:fFficult to relate to C
all the new people 1n the organ:izat:cr, thus causing a louer
perczepticon of the overall organizational envirenment.

AFPRO respcndents were also sigrificartly drfferent from the
Asr Force data base i1n the fFactor of Pride “AFSC respondents
were also significantly lower than the Air Force data base in
th:is factorJy. This may go back tc the basic mission of the Air
Force. The Air Force data base is more operationally oriented
than either AFSC or AFCHND. While AFCMD provides contract
administration support to the AFSC product divisions, it is also
a separate equal crganization with its cwn mission.

Although there was not a statistical differernce between the
three groups in the Advancement/Pecogniticn factor, it should be
noted because it had the lowest mean cf all 18 factors across
all four areas. All three theor:es discussed i1n Chapter Two
poi:nt cut that individuals will not bhe sat:is{:=zd or motivated

Jriess they feel their work 1s recognized and they are given the

opporturity to advance. This :s tied wvery clcsely to the Jot
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Related Training factor which had the second lowest mean average
(just above Advancement/Recognition) of all the factors.
Job Enrichment

The final area of Job Enrichment had four of the five
factors significantly different between AFPRD respondents and
both AFSC and Air Force respordents. In the fifth factocr, Task
Identity, AFPRO respondents were significantly different from
only the Air Force data base. Regardless of the differences,
this area had the highest means of the four areas. Also, this
area had the only factor, Need for Enrichment Index, in which
the AFPRO respondents were positively significantly different
from both comparison groups.

The Task Significance factor had the largest difference in
means for any factor in the comparison between the AFPRO
respondents and the Air Force data hase. Again, this may relate
to the fact that the AFPROs provide contract administration
support to AFSC, while the Air Force data base has many opera-
tignal organizations in it. It shouwld be noted that the dif-
ference between the means for the AFSC respondents and the AQir
Force data base was also the largest difference between those
two greoups. This supports the idea that perscnnel in nonopera-
tional jobs have a much lower perception of the significance
of their jobs relative to the main stream of the @ir Force.

AFPRD respondents also were significantly lower than both
AFSC and Air Force respondents in the Skill Variety factcr. This

factor measures the extent to which the job reguires a person to
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’ turnocer rate of Lhe aFPPlUg ne soL.er tend Lo be less
v
t
e:; abie tc handle Lariat:ign o e ; - o o sepererced
H
%‘ Wl ers.
at
The third factcer rated sign:f..:-t  louer By the AFPRO -
respcndents, compared to the AFSE wesmondeonts and the Air Force
data base, was Job Feedbaclk. Porter a! lawler's basic
g
epeztancy theory points gut that managers must take an active
v , , .
ﬂﬁ role 1n the subordinates’ motivati:onal process. This is even
o
1)
I
] mor=2 1mportant with new emplaoyees wha are unsure of themselves
iy
¥
K
¢ on the jcb. Because of the turnover rate, many of the AFPRO
™
[N
% respondents fall i1n the category of needing more feedbaclk than
b
b
L an average employee.
?;.'
ALl
) Finally, the AFPRO respondents, as expected, had their
DK ) . )
h: highest mean in the Need for Enrichment Index factor. This
L)
) . .
2N factor also had the highest overall mean and it was the only
L
IR .
* factor for which the AFPRO respondents were significantly more
:‘ positive than the Air Force data base. This shows a strong
h
1y
{4 desire for personal growth on the job. The turnover rate also
a"
b )
! affzcts this factor. Many of the employees are 1n training
k] »
X,
) programs and are looking for opportunities to move ahead at a
{
jf:ﬂ
a% more rapld pace. .
£
by
) In summary, it is clear AFPR0O respondents were less positive
l.‘
gd cerall 1n their jJob attitudes than =:1ther AFSC respondents or
i
e
"$ Air Force respondents. The high turnover rate e:;perienced by
1.:
kY
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AFCNMD 1s both a cause and an effect of the lower job attitudes.
However, AFCMD 1s taking actions to increase their personnel’s
Job attitudes. These actions and some other possible actions

that could be taken are discussed in the next chapter.
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Chapter Six

CONCLUSIONS AND RECOMMENDATIONS

Conclusions

This study indicates AFCMD is faced with a potentially |
seri1ous prcblem with the overall less favcrable job att:tudes of
thelir personnel. The statistical analysis pointed out a clear
trend cf logwer perceived satisfaction when the AFPRO respcndents
were compared to AFSC and Air Force data base respondents. A
basic cecntributer is the high civilian turnover rate expar.enced
by the division which seemed to act as both a cause, and an
effect, of the less favorable job attitudes. However, ir light
=f the recent publicity government buying agencies have rece:i:ved,

ore cculd assume the differences between the AFPRO perscnnel and

AFSC personnel might not currently be as great as this study
reflects.

AFCMD personnel are involved in a number of programs to
increase the favorability of their people’s jech attitudes.
Sore of these programs are in the area Herzberg called
t»e "hygiene factors,” which are not thought to motivate
ind:viduals nar :increase their Jjob satisfaction; rather, hygiene
Factors only lessen dissatisfaction and maintain the status quo.

For e:ample, 1n the lLcs Angeles area, clerical workers are paild
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sta,irg o0 the ok Fgr the mer=y and oot For the sataisfFact:on
they get frcm the ich., Ancther erampie 15 fleitime, a pelicy

cenzrally considered a hygiere factor, which normally does not

incrz2ase the employee’'s cverall jch satisfacticr urnless ot

cartain level of setisfaction but thzy are rob sufficient to
incrzase jck sat:sfaction,

Or the cther bhand, saome irn:rtiaticves by RFOMD tc heln
rrIoraase 1ob satisfaction seem to he o the coizht tracl,  For

inszance. the command is startirg 3 Professicnal Develorment
Ffice o train neuw employees :n AFI'D "unigque” zourses.  IF

th:s przgram 1s large ernough it could hev2 a substantial

'y

zDositilve impact on a number of attitudinal

discussed. AFCHMD also has a relat: =2, reow Directcrate of

Trhig should belp clear up some of Lhe nrobxlo-s 10 dealing with

persocnnel are the least sat:isfied of t-o three graugs (1 this
stldy ., Although the differences caore o ne great, the fFact
' tha*t the AFPRC raegpordents were orn-aiar -l Touer thar the AFET
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respondents 1n their jnob attitudes 1s mare serious than the
AFPRO differences between the Air Force respondents. AFPROs
basically compete for the same civil service personnel as the
rest of AFSC, although the grade average in the AFPROs is
slightly less than other AFSC activities. To better compete and
to better maintain their current personnel, AFCMDO must improve
their personnel’s job attitudes. To this end, strong
leadership, especially at the AFPRO level, is essential. As
Peters and Waterman (13982) pointed out in their boock

In Search of Excellence, “assocliated with almost every

erxcellent company was a strong leader” 'p. 26). Leadership
can help make a differerce in increasing the cverall jcb

satisfaction levels of the AFPROs and the command.

Recgmmendatigns

After concluding this study, the author recognized the
need to increase the gensral satisfaction levels of jok
attitudes for AFCID personnel. Although this presents a
substantial task to AFCHMD, it must be done sirce people are
truly the command’'s most valuable resaurce. Based on this study,
and frem the author’s perspective after serving at an AFPRO for
three years, the following recommendations are presented to

- AFCID leadership:

(1> Continue their current initiatives tc increase the
stature of AFCMO in the eyes of AFSC and the Air Force.

2 -FCCUS mere on motaivators than hygiene factors in future

initiatives.
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Appendi: A

h Table A-Y4
(
§
FB“ Time in Air Force

7. AFPRO---~ = —=—-- AFSC----- = -—-—-- AF—~----
:@} OFF(%)  Civi%) DEFC%Y  Civit) DEEC%T  Ciurx

o e o - . ————— ———— —— o> — —— t—a ———— — ——— o — —————— ————— ——— o ——- ————— ——_——

Mmoo« tn
O DO F W'

(SO =

Tatle A-5

gu‘ Months in Present Career Field
3

————— AFPRO---- ~--—-AFSC----- ——--—-AF------
OFEC%)  Civi%) OFF (%Y Civiws OFEC%T  Civw
n~ 37 ses 1,880 4,086 10,618 18

< B llgs S.4 o]

E to 12 Mos 0.0 0
. 12 to 1B Mos 10.8 6.3

Wy 18 to 36 Mos 21.86 0
g 2 8
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o
=
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————— AFPRO---- - - -AFGE . :
DEF- . Caere®d Qs s T, CEE " T n
= 3e 526 1 s 10 ‘

e
joei

o)

n
VB
[

.

'
'

< B Mos £=.0 17.5 12.¢ S 1.0 €.2 -
5 vt 12 '"'os 8.3 16.5 NG =0 2.8 8.0
12 «2 1B !IMos 25.C 12.4 17.C Yo 182 ST
e - 38 lips 27.8 20.5 3.7 1.5 Z=.B 5.8
> 3F 'os 13.9 33.7 c3 TELSR 16.72 3.5
Takle n-7
"'onths 1n Present Position
—==--AFPRO~~~- = ———-- AVGE- - - ~--=----AF------
OFFr=  Civi%l OFF % Cr. %0 QEE- a0 a5
n= 37 527 1,884 ol 10.653 19 B32G
< E !'zs 3c.1 cl.6 2.0 13.5 c7.z 13.8
= oto L2 lios 10.8 21.6 2.3 1.7 25.1 4.8
1?2 =z 18 !''cs 24,3 15.2 18.+4 c.e 16.6 10,3
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% Table A-B

a Ethnic Group

.

', AFPRO--~=  —=--- AFSC----- = —===—= AF-~--—-

* ODFFC°) Civi%) OFF(%)  Civrt) DFF<% Cio0%)

h * n= 36 S22 1,878 4,104 1C.B4YS 19,584

%t

4, e et eeathennshen ittt

- White 77.8 7C.1 87.0 79.3 87.7 B4.E

i Elack 1.1 12.5 5.9 8.8 5.8 S.6

o Hisparic 2.8 7.9 2.6 7.7 2.3 18.2

: Amer Ind/Alask 2.8 1.5 0.3 1.0 0.7 1.4

K Asianrn/Pac Is c.B 6.7 1.7 1.4 1.4 2.0

i Other c.8 1.3 1.8 i.8 2.1 3.2

Y e e e o e e e e e e e e et e e

(

i

" Table A-9

] Marital Status

s
————— AFPPO---- ~----AFSC----- ------AF----—-
Qeecs,y Crwimd DEEC% Yy Caviswn QFfF Tivud%)

4 n- 37 s28 1,887 4, 142 10,882 12.350

B e e e e e et ———————————— e =

N Not 'tarri1ed 3c.4 37.3 c4t.3 18.8 0. 17.8

,; Narried E7.B ST .4 73.9 2.7 ’B.C 6.4

1 Single Parent 0.0 5.3 1.8 7.4 1.5 c.8
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crrerdis A
Table n-1C
Spouse Status: aFPRO
Geographically Separated Not Geo. Separated
OffC%> Ciwv®n OFf %D Civewl .
n= 1 27 o4 276
Civilzan Emplcyued 100.0 B=.Z2 EZ.S E3.%
Mot Employed 0.0 1=+.8 29.2 35.98
Mil:tary llember c.o c.C 8.3 0.7
Table A-1
Spaouse Status: AFSE
Geaographically Separated Mot Gec. Separated
DEFC=0 Crw®an BFf=l Civvias
n= 5B 153 . 1,338 2,857
Ciczitan r-"m;:lcged 48.2 73.9 38.5 58.5
“izt Emploged 21.4 3.1 5C.8 36.2
Mil:tary lember 30.4 13.1 10.% S.3
Table a-12
Spouse Status: Aar
Geographically Separated "Int Gec. Separated ]
OfFfCn” Crwn®n QFF°, Crvn®r
n= 362 BB3 7,368 14,353
Civiiian Employed BO.4 B7 .8 33.4 c3.12 -
.zt Zmployed 19.8 18.6 58.3 33.98
Hl‘;taru lember 12.8 13.5 8.4 132.C
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w Table A-13

n,

!"

" Educational Level

.ﬁ

$ ————— AFPRO--—-  —---- AFSC-====  —==m-- AF-~———-

L; DEFCL) Civi%Nd OffC%) Civ(%l OFE(%y Civ(x)

% ) n= 37 531 1,883 4,121 10,670 13,706

f’ —————————————————————————————————————————————————————————————————
: HS Grad or GED 0.0 11.3 0.1 18.3 0.3 38.2

i < 2 Yrs College 0.0 24.3 0.2 18.5 0.3 5.0
%) > 2 Yrs College 0.0 26.6 1.6 13.8 1.3 19.1

&) Bachelors Deg 1.4 eB8.1 11.86 £8.2 55.0 ie.2

A Masters Deg 43.2 9.2 41.7 17.6 36.2 4.7

N Doctoral Deg 5.4 0.6 14.8 2.8 6.9 0.7

B e e e e e e e e e e e e e e — — e ——
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1. Table A-14

@‘ . 3

A Professional Military Education

$,

1

1.

0

® == AFPRO---- = -—---- AFSC----- = -—-=---- AF-——=---

‘e OfFfF%y Civ(t OFF%)  Civind OfFfF%y Civ(%)

i n= 21 103 1,077 S1B6 7,170 4,553

fﬁ‘ None 43.2 80.7 43.0 B87.5 32.9 76.86

0 Phase 1 or 2 0.0 $.3 1.2 2.5 1.0 8.6
& Command Academy O0.C 6.2 1.5 2.0 2.2 7.0

5 ] Sr MNCO Academy 0.0 2.3 0.1 1.0 0.2 2.a

K5 S0s 27.0 1.3 18.2 1.8 £8.2 0.3
! Int Ser Sch i6.¢2 3.6 19.8 c.8 23.9 3.5

& Sr Ser Sch 13.5 1.7 16.4 2.2 11.6 1.1
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Appendix A

Table A-1S

Number People Directly Superwvised

————— AFPRO---- - —AFSL - o memm——AF - - —— .
OFFC2  Coivi®d CEE%  Civi, CEECy  Crvimnl
n= 34 453 1,754 3,453 10,0868 16,403
Nene 50.9 82.3 SELd T34 38.4 67 .3
1 Person 2.3 1.1 £.0 2.2 7.5 3.1
2 P=zople 2.9 0.9 3.1 c.C 7.0 c.7
2 People 2.9 0.9 5.8 2.3 B.5 2.9
4 tc 5 People l11.8 4.0 11.8 4.7 14.1 5.6
5 to B Peaople 1.8 5.5 B.2 4.3 1C.5 4.6
9 cr > Pecple 17.6 5.3 9.2 5.0 i4.0 13.8

Table A-15

iamber Pecple for Whom Respondent wWrites APROER‘/Appraisal

————— AFPRO~--- ~-=--=AFSC-~~—~ —====-AF-----~

OFfFrwy  Civiwd QFFC Crwr QFEE S Crwnmd

n= 37 533 1,885 1,142 10,667 19, 944

Nore 1.4 83.39 66 .1 85.0 48.8 773

! Ferson 5.4 1.5 5.5 1.6 10.0 2.2

¢ Pecple S.4 c.8 3.1 1.5 7.7 2.0

2 Pezple 2.0 c.9 €.0 1.8 7.6 2.1
4 tc S Pe=ople 10.8 3.9 B.8 34 11.8 4.0 .

S to 8 Pegple 10.8 5.3 5.8 3.5 ge.a 3.0

S cr > Peorple 16.2 3.8 5.C 3.2 5.4 9.3
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4 Table A-17
@f Supervisor Writes Respondent’s APR/QOER/Appraisal

N
A
- AFPRO---- = ----- AFSC----- = ————-- AF-—----
Y OFF (%) Civ(%) DFF(%) Civ(%) OFFC%) Civ(%)
a! : n= 36 S17 1,868 4,028 10,931 19,290
.g‘,ﬂ _________________________________________________________________
- Yes 58.3 83.56 72.5 B1.5 78.6 76.9
. No 36.1 5.0 17.3 8.3 13.5 9.9
e Not Sure 5.6 11.4 10.1 10.2 7.9  13.2
i M
53
&
¢
:
7 Table A-18
2: work Schedule
;';Z ___________________________________________________________________
o S AFPRO----  ----- AFSC----- = —=—--- AF------
0 OFfFr%y Civi%) OFF (%) Civiwd OfFfF = Ciwve®
" n= 37 525 1,870 4,065 10,583 19,544
" Day Sh:ift 91.3 94.1 74.5 g93.1 56.3 8.~
4\ . Swing Shift 0.0 1.5 0.2 c.8 c.2 3.8
b Mid Shift 0.0 0.4 0.1 0.2 0.1 0.9
? Potating Shift 0.0 2.3 7.5 1.5 4.3 5.2
i Irregular Shift S.4 1.1 10.0 1.7 13.0 2.4
= Freq TDY/On-Cal 2.7 0.4 7.5 2.5 B.1 0.6
. Crew Schedule 0.0 0.2 0.1 0.1 18.0 0.4
n
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Arnpendix A

Table A-18

Supervisor Holds Grourn lieetings
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Menthly
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Table a-20

Superviscr Holds Group Meetings to Sclve Problems
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1C.511

Occasionally . . i1. . e .7
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Table A-21

Aeronautical Rating and Current Status

AFPRO AFSC AF
DEFC=D OffFC%) DEFC%D
n= 36 1,888 10,528
Nonrated, not on aircrew 88.9 B6.3 S6.4
Nonrated, now on aircrew 2.8 0.7 2.7
Rated, on crew/opr job 2.8 0.8 32.0
Rated, in support job 5.6 11.5 9.0
Table A-22
Career Intent
————— AFPRO---- ~-~~-—--AFS5C-----~ —————AF------
OfFfFC%y Civi%) OFfF (%) Civi%d OFFChy Civi%)
n= 34 427 1,883 3,684 10,837 17,084
Ret:re 12 los S.9 4.0 5.0 5.0 3.1 €.
Career cc.9 46.1 46.9 48.4 51.8 s2.1
Likely Career 17.86 26.2 20.6 25.9 cc .8 22.8
ftaybe Career 14.7 14.3 17.5 14.7 14.6 le.2
Likely Separate &5.9 5.2 6.4 3.0 4.8 3.5
Separate 0.0 4.2 3.6 3.0 2.9 e.7
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I el il itk Bl h ok Balhcal Wab uail oal nadtok can vat oy .o LAS e fte Sin S don a o.a b oo x"n"‘l!‘l’ﬂ

ARpoz-Zo 2
Tatis =-
PEPED g AFSDT g oF reommel
18sIor Foes neg
L
LTTIOS ean Sukser df E
JoL Porfzrmacce Zoals CLUUREZE L Baees
4.6l PN 1
4.64% 1.22 1
.85 2
2T .ST1CS 2,325 Bo T e
5.1 NEROL: 1
5.1¢8 SIS c
£.35 34 3
E polagele Yol T4 - > > >
Y .E3 BNEAS 1.2
4.67 1,32 =
.3 1.5 1
Joir Felazed Trali-ing c.3.83.2 DR
CUBLOg 4.,1% 1 1
AFzZC 4.43 i :
aF S .57 X 3
vl
: Grzoogs roo i+ the DTRG0l Tizarctll diif20an-
2z level.




Perfcrmance Barriers Blociages

AFPROs
AaFsc
AF

- T Ladd o g hodadece a3 had TIETOR T T
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Table B-2

AFPRC vs AFSC vs AF Personneil

2,35483 14,25+

4.65 1.03 1
4.7C 1.05 1
.61 1.12 1

Managemert and Superwvision 2,34618 4,15+
AFPPOs 4.83 1.55 1
AFSC 5.14% 1.48 e
aF 5.03 1.57 1,2
Super-isery Communicaticns Climate c.34268 1.21
AFFROs 4.8% 1.54 1
AFSC 4.70 1.55 1
AF 4.65 1.63 1
Orgarnizaticnal Commuricat:iaons Climate 2.34002 CISIRCICR
AFPFOs t.48 1.38 1
AFSC 4.57 1.36 1
aF 4.7 1.27 2
207TE: Broups rnct in the same subset are significantly differcent
at the .05 level.
*p < .05 **p < 0!, **+*p < .001.
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Table E-3

AFPFO vs AFSC vs AF Personnel

Factors Mean =8] Subset df F
Pricde 2,3EB643 121 .38%**
AFPPOs 5.15 1.53 1
AFSC 5.20 1.46 1
AF 5.50 1.41 2
Adwancement/Recognition c, 34488 e .83
AFPROs 4.03 .29 1
AFSC 4.03 1.30 1
AF 4.07 1.35 1
Work Group Effectiveness 2,35433 17 . 3y#x=
AFPROs 5.38 1.35 1
AFSC 5.70 1.20 2
AF 5.69 1.19 2
General Organizational Climate 2,34011 47 S3»*+
AFPPOs 4.63 1.37 1
AFSC 4.79 1.35 2
aF 4.36 1.36 3
Jok Peiated Satisfaction 2, 33229 4.48* .
AFPROs 5.38 1.08 1
AFSC 5.36 1.05 1
AF S5.41 1.C9 1
MOTE: Groups not in the same subset are sign:f:icantly different

at the .05 level.

*p < .C%. **p < .01. ***p < 00,
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o Aprendix E
)
” Table B-4
9y
AFPRO vs AFSC vs AF Perscnnel
g Y e e e e e e e e e e e e e e i —— - —_—_— . = A — —— ——— o~ — — a— — -
. ) Job Enrichment
[}
I
5
3
Q Factors Mean sD Sukset df F
} Skill Variety 2, 36648 6.09*+
K AFPROs 5.02 1.41 1
ks AFSC 5.18 1.35 2
: AF 5.21 1.35 c
L)
B Task Identity 2,3667%  43.45++*
- AFPROs 5.22 1.20 1
3 AFSC 5.17 1.21 1
b AF 5.32 1.18 2
N
o Task Significance 2,36773 252.38%++
s AFPROs 5.30 1.44 1
} AFSC 5.44 1.34 c
. AF 5.81 1.22 3
L2,
A Jot Feedback 2,3E748 24 .S3ewe
. AFPROs 4.80 1.27 1
Y AFSC 4,91 1.8s 2
W AF 5.02 1.24 3
L)
R Need For Enrichment Inde: 2,35631  B5.34eee
¥ AFPPROs 5.89 1.03 c
. AFSC 5.98 1.00 3
0 AF 5.80 1.12 1
3
1SS
R
X
A NOTE:. Greoups not 1n the same subset are saignificantly different
. at the .05 level.
o]
"
o *p < ,05. **p < ,0!L. *++p < ,0O1.
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