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A ABSTRACT

Thiz comprehensive engineering report is a pilot study which
uses Dr. Frederick 1 Herzberg's Motivation - Hygiene (M-H) Theorv
1o evaluate U. & Armyv recruiters ,

Six battalions were evaluated The approach was a
comparison hetween those recrulters selected by thelr battalion
commanders as the battalion's best recruiters, against an equal
number of all other recruiters in the battalion. There are 62 best
recrulters and 61 others. for a total of 123 subjects. Each recruiter
was requested to provide both a positive and a negative critical-
incidents response, resulting in 226 events

Two hypotheses were evaluated using chi square tests. Both
hypotheses were statistically significant and were supported at
critical levels well beyond 0005

1. Army recruiters show a predicted or typical M-H profile to
other occupations.

2 Successrul recrulters, as judged bv the battalion
commanders, are more positively related to the typical M-H profile
than are the nonselected (others) recruiters

The pilot study was a success, although tighter controls should
be implemented for future studies. The findings indicate that
further studiles could benefit U S Army Recruiting Command
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EXECUTIVE SUMMARY

This comprehensive engineering report uses Dr. Frederick I
Herzberg's Motivation-Hygiene (\M-H) Theory to evaluate U. S
Army recruiters It is a pilot study which indicates that Army
recruiters show a similar motivation-hygiene profile to other
occupations The study also begins to establish profiles for
successful recruilters and shows a critical difference between those
recruiters selected by the battalion commander, as the battalion’s
best. and a random sampling of an equal number of other
recruiters within the battalion. Depending on the desires of the
Army, the study should be continued and ultimately could provide
a wavy to better predict the success of soldiers selected for
recruiting duty.

During fiscal year (FY) 85, 1143 recruiters involuntarily left
recruilting, in FY 86, 921 involuntarily left, and during the first
quarter of FY 87, 219 involuntarily left. This personnel turnover
Creates many expenses. lnvolving both monies and morale. At the
end of the first quarter of FY 87, 7558 active Army recruiters
were ascsighed to the U S Army Recruiting Command (USARECQ)
Therefore. involuntary losses represent an average turnover of
approximartely 15 percent of the total recruiter strength If
selection criteria could be established to decrease involuntary losses
and better indicate success of those soldiers selected for recruting
duty, the benefits would be tremendous.

The M-H Theorv has been confirmed by over 50 studies 1n

various populations. The Theory has held from the lowest-level
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Job to the highest-level job. It has also held in cross-cultural
populations. The critical-incidents study of job satisfaction requires
less than an hour for each emplovee to complete. It then takes
about ten minutes to code each study and compare it to the
standard. For these reasons, this procedure could be incorporated
into the current recruiter selection process with nominal effort
and expense. The rewards would include reduced financial costs,
InCreased personnel productivity and increased personnel morale.

Several approaches are possible but have been eliminated due
to constraints of time, money and ready availability of the proper
sample. Therefore this pilot study used a lesser criterion measure
to determine if it is feasible and desirable to continue the study
further than is practical or possible within a comprehensive
engineering report.

The approach was a comparison between those recruiters
selected by thelr battalion commanders as the battalion's best
recruiters, against an equal number of all other recruiters in the
battalion. Approximately 50 percent of the recruiters within the
s1X selected battalions were given surveys. There are 62
commander selected reciuiters and 6! nonselected (others/for a
total of 123 subjects who completed and returned the surveys.
Each recruiter was requested to provide both a positive and
negative critical-incidents response;, however, some recruiters
provided only a single response, consequently there are 226 events.

The purpose of the study is to determine the role of
motivation in recruiting. The crucible variable is the recruiters'
satisfaction with their job. The studv was an attempt to evaluate

motivation as a predictable variable of Army recruiters. The
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dependent variable was the battalion commander's rating and the
Independent variable was the source of satisfaction and
dissatistaction

A consolidated organizational profile of all the subjects was
developed, plus profiles of the Combined Battalions of cormrnander
selected and the Combined Battalions of otkers In addition, profiles
for each battalion, separated into corurmander selected and others,
were developed. This 1s the first Motivation - Hygiene Theory
study of Army recruiters.

Twe hypotheses were tested:

1. Armyv recrulters show a predicted or typical M-H

profile to other occupations.

o

Successful recruiters, as judged by the battalion
cormmanders, are more positively related to the
tvpical M-H profile than are the non-selected (otkhers’
recruiters
Six battalion commanders were contacted by telephone and then
oo letter teo acsist in the study. Once the surveys were completed
and returned thev were coded. A reliability check was done on
the original coding There was agreement between the two
Independent coders for 929 percent of the factors. Disagreements
were coded by Dr Miner, Dr. Herzberg's assistant, in order to
reach a 100 percent agreement.

Hypotheses testing was conducted, using chi square testing
The hypotheses were tested at both the 0.01 and the 0.05 critical
levels. Both the first and second hypotheses were statistically

significant with one degree of freedom well bevond the 0.005

critical level Therefore Army recruiters do show a typical M-H
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profile with successful recruiters (conunander selected)having an
even more typical profile than the otkersrecruiters. Motivatoer
anxlety appeared frequently, particularlv with the others group.

The pilot study was a success, although tighter controls should
be implemented for future studies. The findings indicate that
further studies could benefit USAREC. The next step would be to
compare released TTE recruiters against successful recruiters and
develop a profile of unsuccessful and successful recrulters
Recruilters released under any of the other categories could also be
profiled. The final result would be to administer the critical-
Incident guestionnailres to all soldiers nominated for recruiting
duty and coding their responses against the profiles of unsuccessful
and successful recruiters This would allow USAREC the ability to

better predict soldiers who would be successful as recruiters
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_ I. INTRODUCTION
o
¥
Backaround
E Finding quality personnel is a challenge every organization
: faces. Another related challenge is selecting a recruiting force to
&I‘ assist in attracting and screening prospective personnel that will
- fulfill the organization's personnel requirements. This is especially
by true with the All Volunteer Army.
c The U. S. Army Recruiting Command (USAREC) was activated :
E: In 1964. "Primaryv consideration for reorganizing USAREC was given ‘
L to providing proper supervision and support for the field recruiter
t engaged in active productivity, and to insure commandwide
[ consistency in the grade structure of enlisted personnel" (Appendix
A, USAREC Regulation 10-1). The mission of USAREC is to recruit
i personnel from civilian life for the Regular Army (RA) and the U. .
b S. Army Reserve (USAR). The mission further requires USAREC to
assist in Army National Guard (ARNG), Reserve Officers' Training
y Corps (ROTC), and special personnel recruitment efforts when
.13 requested. For purposes of this study the only mission
requirement to be considered will be recruiting for the RA.
F, USAREC was activated after an ad hoc committee was formed in
December 1963 and it had completed studies of all aspects of the
:I recruiting mission. “The committee found that fundamentally the N
recruiting organizational structure was unsound, that available '
Eg personnel were not being utilized most effectively, and that, in
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riurrierous instarnces recruiters were not positioned in areas which

R 222

permitted maximum exploitation of the manpower potential for
new enlistments” (Appendix A, USAREC Regulation 10-1).
USAREC is organized into five recruiting brigades, 56 recruiting

» 7
e
o' 0l e

-

battalions, 256 recruiting companies and a fluctuating number of

recrulting stations in excess of 2000. The five brigades are United

States Army lst Recruiting Brigade (Northeast), United States Army

f 2d Recruiting Brigade (Southeast), United States Army 4th

m Recruiting Brigade (Midwest), United States Army 5th Recruiting

Brigade (Southwest), and United States Army 6th Recruiting

y EBrigade (Western) There 15 not a 3rd Recruiting Brigade The ninhe

:3 United States Army Recruiting Battalions within the é6th Brigade
are Seattle, Salt Lake Qity, Sacrarnento, Portland, Honoluly,
Phoenix, San Francisco, Santa Ana and Los Angeles. Salt Lake City

Recruiting Battalion has four recruiting companies: Ogden, Boise,

“ Butte and Salt Lake City There are seven recruiting stations and

o 35 assigned recruiters (23 are active Army and 12 are USAR) within

£ the Salt Lake Recruiting Company (See Figure 1).

g According to Master Sergeant (MSG) Riggs, who is chief of the
recruiting selection team, USAREC is authorized 7296 active Army

'{E recrulters to recruit for the RA. The current guidance requires 102

b to 104 percent of authorized strength to be assigned MSG Riggs

‘ also stated that at the end of the first quarter of fiscal year 1987,

7 7558 active Army recruiters were assigned to USAREC. [n order to

..: sustain the recrulter strength, soldiers are either involuntarily

nominated by career divisions for recruiter duty, or soldiers can
volunteer. Selected soldiers were detailled to perform a three

vear tour with USAREC. This tour was extended, in early 1987,

B he Wy S TP, ] (% 4% 3% ¥ e “W‘\n"-'\)-\‘,ny. . PSRy, )ﬁ‘
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frorn three to tour vears. Career divisions are responsible for
providing nominations to the Adjutant General Branch, who is
responsible for final selection and management of soldiers on

recruiting duty

The selection criteria for recruiters is outlined in Appendix A
of Enlisted Personnel Management Directorate Operating
[nstructions No. 60i-1 (1) and the following standards must be met.:

! Be in grade E6 or promotable ES (E5 and E7 are permissible
for volunteers only).

2 Have a favorable record as recorded on the individual's
enlisted efficiency report (EER) The EER weighted average must be
average or above average for the grade and primary military
occupation specialty (PMOS)

3. Have at Jeast four years of active duty service, but not
more than 12 years.

4 Have a minimum general technical (GT) aptitude score of
110. However, the GT score can be waived to 100 with a skilled
technical (ST) aptitude score of 100. GT is a composite test score
created by combining the arithmetic reasoning and the verbal
comprehension subtests of the Armed Services Vocational Aptitude
Battery (ASVAB). The ST is also a composite test score that
measures skills such as the ability to read technical manuals.

5. Be a high school diploma graduate or have a high school
general education development (GED) certificate with at least one
vear of college (CLEP/DANTES are not acceptable).

¢ Not exceed the following number of dependents, including
spouse’ ES5, not more than two, promotable ES, not more than
three, E6, not more than four; and E7, not more than five. Sole

parents are not acceptable.




7. Meet the Army height and weight standards.
‘ 8. Be at least 21 years of age, but not 35 years or older, at
time of notification of selection.

9. Have a minimum physical profile of 132221. This can be
waived by the commander of USAREC. The physical profile serial
or numerical code is PULHES which relates to the six physical
categories of physical (P), upper extremities (U), lower extremities
™ (L), hearing (H), eyes (E), and psychiatric (S). The qualification

] ratings vary frorn 1 to 3 with 1 indicating fully qualified, and no
" limitations, 2 indicating some limitations and 3 indicating severe
E hmitations and disqualified for initial entry into the Army.
10, Be a United States citizen, either by birth or
}; naturalization
- 11  Hold a military occupation specialty (IMO0S) that is not
- restricted from recruiter selection as determined by the United
States Army Military Personnel Center.
f.; 12. Must have completed one year of service in PMOS

following reclassification action.
13. Must have completed the required period of stabilization

s\

in their current assighment, or have completed one year on
Conitinental United States (CONUS) station before departure for the
Arrmny Recruiter Course (ARC). (If it is less than one year, it must
§ be within the normal turn around time for the grade and MOS.)
14. Must have neither "lost time," e.g.,, absent without leave

‘s

(AWOL), on current enlhistment or last three years, whichever is

E. = 4

longer, nor more than five days during military career.

»
[

15 Must not be currently assigned to Military Enlistment
Processing Command (IMEPCOM) since back to back MEPCOM/Army
Recruiting duty assignments are not permitted.
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16. Must have 12 months service remaining in current J

s s RS

enlistment upon completion of the ARC, or be eligible for extension
of enlistment or reenlistment.
17. Must complete favorable dossier check.

L-f.,‘"u
T

1 Must hold a valid state drivers license or be qualified to

<l

obtain one
19. Must not be pregnant. Females cannot be pregnant

¢

» during attendance of the ARC

» 20. Must not currently be enrolled in the Army’s Drug and
1]

WY Alcohol Abuse Program, nor have been enrolled in the past 12

months
2l Have a favorable civilian and military disciplinary record,

s

< to include a good motor vehicle driving record. '
e 22 Have no rnarital, emotional, or medical problems (to ]
ﬁ include mernbers of immediate family) which could hamper the

soldler's performance of recruiting duties

23. Possess excellent military bearing and appearance and

.:\,
"{ have no obvious distracting physical abnormalities or mannerisms.
; Even with this careful screening, it 1s difficult to accurately

predict the success of any one soldier in a recruiting assignhment.
'f- The individual may have been an outstanding soldier while
” working in assignments such as a ¢ook, mechanic or infantrvman,
5 put still fail as a recruiter. The selection criteria does not include a
. specific 1ndicator for success as a recruiter or salesperson.
C\ Each year there is approximately 25 percent turnover in the
- recruiter strength According to MSG Riggs, in fiscal year (FY) 84,
:: 2622 soldiers were nominated for recruiting duty and of those 1873
N graduated from the ARC at Fort Benjamin Harrison, Indiana. In
ﬁ

!

:
g
"

-

o PRI\ PL] AL PP A~ v LT IR T -, S "> e W P - . PRV, - pr - (]
) ns 3 s ¥ oG " i O 0
at ,“s T LI SN 2 A‘,‘l AN »,A" PN L .u"‘;‘x.l ..‘l‘-‘l A 'Q,l‘.,ligj'., DA AT AN, ,"0“ i,"i,“t, 0."..‘.0}.:,',l."'l‘l..‘,’g_. ‘.,'._. D .!"3:"50 l..'i,.'teg

--------



i'_‘r’_\-_

]
-

5

vy

x5 SR

T

Ly
a

LAA
-.'xan,:.

FY 8%, 3431 soldiers were nominated and 2433 graduated. In FY 86,

2691 were nominated and 1922 graduated. The 30 percent
difference between the number of nominations and to the number
of graduations is due primarily to the evaluation of the lleutenant
colonel (LTC), who 1s the nominee's commander, and to the
niominee's individual financial report. MSG Riggs claims that only
2 10 2 percent of the soldiers are unsuccessful in the ARC.

After serving four years (it has recently changed from three
years) on recruiting duty, soldiers may voluntarily leave recruiting
duty and retain their PMOS. MSG Riggs claims that about 1000
soldiers voiuntarily leave annually. Soldiers may aiso elect to
remain on recruiting duty upon completion of their initial tour
with ¢oncurrence of the USAREC commander.

in addition to the voluntary losses, there are five categories of
involuntary losses. directed release, unqualified;, unsuitable,
ineifective and 1neffective, new Directed release is normally given
'¢ a soldier whio has been 1n recruiting for several years and 1s
now experiencing "burn-out © Unqualified usually involves physical
disqualifications A recruiter committing an illegal act would be
iven an unsuitable release. Ineffective releases are given to
ineffectivve recrulters that have been on recruiting duty for more
than twelve months, recently extended from nine months The
\neffective, new release 15 for interns on the Transitional Training
and Evaluaticen Program (TTE) Unsuccesstul recruiters probably
follow a Poisson Distribution.

The TTE program, governed by USAREC Regulation 350-4 and
USAREC Pamphlet 350-2, 1s a twelve month program The TTE
program was increased from nine months to one year, on or about

] March 1987 The new recrulter receives evaluations at 60 day,
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s1X month, nine month and one year periods. The statica
commander, who is a senior noncommissioned officer, has primary
responsibility for the TTE program; however, the company chain of
command normally has input also. If soldiers are released as
Ineffective, new, the release does not adversely affect their
military career since it is considered unrated time for purposes of
the EER. MSG Riggs provided the following loss statistics:

Category FY 85 FY 86 FY 87 (ist Qtr)
Ineffective, new 215 264 69
Ineffective 222 154 49
iInsuitabie 138 182 59
Unqualified 62 56 18
Directed release 506 265 24

TOTAL 1,143 921 219

Alterations in permanent change of station (PCS) rules may
account for otherwise unexplainable variances between years,
particularly the decrease in directed release from FY 85 to FY 86.
If USAREC had a method to effectively reduce the annual
losces, 1t would be a tremendous benefit, not only through reduced
financlal costs and increased personnel productivity, but also

through increased personnel morale.

Erobler

USAPEC would like to reduce the number of recruiter relief
actions and involuntary recruiter reassignments. One approach to
reolving this problem 1s to analyze the unsuccessful recruiters and
develop a profile of them A recruiter selection criteria could then
be developed which could prevent the selection of recruiter

nominees who are "high risk,” based on the established profile
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The profile could be developed in several different ways. One
method would be to examine recruiter relief data for a one to
three year period and conduct imterviews of a statistically
adequate sample of relieved recruiters and recruiters currently
under suspension or relief action to determine the characteristics of
these unsuccessful recruiters. This could result in recruiter

selection criteria.

Another approach would be to develop the profile of a
successful recruiter and use it as the selection criteria for
nominated soldiers. Success in recruiting could be determined in
various ways or combinations of ways. One measure would be the
caliber of the perscnnel the recrulter enlisted into the Army.
Another measure would be EER weighted average scores. Still
another measure could be the recruiter's satisfaction with the job
itself. Subjective selection of the best recruiters by the chain of
command, at the station, company or battalion level is another
rrneasure of success. USAREC has an award system involving points
and badges for making and exceeding monthly individual
production objectives or missions. This award system could be
used in determining success

The approach used in this study was a comparison between
those recruiters selected by their battalion commanders as the
battalion’'s best recruiters (approximately the upper one quarter)
against an equal number of all other recruiters in the battalion.
The purpose of the study is to determine the role of motivation in
recruiting The crucible variable is the recruiters' satisfaction with

their job. The study attempted to evaluate motivation as a

predictable variable of Army recruiters. This was accomplished by
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measuring both positive and negative critical-incidents responses as
ﬁ written by the recruiters. The method was the same as that used
10 develop Dr Frederick Herzberg's Motivation-Hygiene Theory as
E described in the following chapter The dependent variable is the
battalion commander's rating and the independent variable is the
! source of satisfaction and dissatisfaction.
The study will test two hypotheses.
?:r' | Army recruiters show a predicted or typical motivation-
” nygiernie (Ivl-H) profile to other occupations.
E 2 Successful recruiters, as judged by the battalion
. cornmarders, are more positively related to the typical M-H profile
% thar are the non-selected (othersd recruiters.
b A better criterion would be comparing those soldiers released from
3 recruiting duty during the TTE period against those recruiters
'ﬁ deerned most successful by one or more of the methods described
earlier This was impossible at the time, due to constraints of
:’,':; tirne, rmmoney and the ready availability, for sampling purposes, of
-~ soldiers released under the ineffective, new category. Therefore,
' this studv used the lesser criterion measure of the battalion

cornmanders’ selections. It is a test, or pilot study, to determine
whether or not additional research should be pursued Since the

[

»
.
v

study was successful, if USAREC decides to continue with this

‘_:: study, the next step would be to compare released TTE recruiters

’ against successful recruiters and develop a profile of unsuccessful

£ and successful recruiters. Recruiters released under any of the
other categories could also be profiled. The final result would be to

-,

= administer the critical-incident questionnaires to all soldiers
nominated for recruiting duty and coding their responses against
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the profiles of unsuccessful and successful recruiters. This would
allow USAREC the ability to better predict soldiers who would be

successful as recruiters It could then be expanded to include other

recruiters, particularly USAR recruiters.

The data collection for this study was done by first contacting
the 6th Recruiting Brigade and requesting their cooperation and
recommendation of five or six battalions to participate in the
study The six battalion commanders, or their executive officers,
were then contacted by telephone in order to explain the study
and rejuest assistance Following the telephone conversation, a
letter with detailed 1nstructions (See Figure 5) and the blank
survey forms were sent to each participating battalion
commander. The forms were color and letter coded to differentiate
between those recruiters selected as best by the battalion
cormimander and those nonselected as others Form B, which was a
blue form, was used for commander selected recruiters (See Figure
6,, and Form T, which was a tan forrm, was used for others
recruiters (See Figure 7). It was stressed that names or other
identifying marks were strongly discouraged. Each subject was
requested to submit two incidents, one positive and one negative

Xperience Once the survey was completed the battalion
cornmanders returned them and each event was coded. A
reiiability check was made on the original coding. Hypotheses
testing was then conducte. using primarily chi square testing
It was expected 10 have approximately 100 best recruiters and 100
others for a total of 200 subjects and 400 events. There were
actually 62 best recruiters with 115 events and 61 others with 11l

events, or a total of 123 subjects and 226 events
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In summary the study showed that recruiters have a typical
' Motivation-Hygiene profile and that there is a difference in the

profiles between the best recruiters, as determined by the

v
«
Y

battalian commanders, and othersrecruiters.
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[I. MOTIVATION - HYGIENE THEORY

L e
The factors involved in producing job satisfaction (and
motivation) are separate and distinct frorn those that involve job
dissatisfaction. Hygiene elements create more dissatisfaction than
satisfaction, while motivators cause more satisfaction than
dissatisfaction. The Motivation-Hygiene (M-H) Theory includes the
following major principles: 1) Satisfaction and dissatisfaction are
not opposite reeling states; 2) The opposite of satisfaction 1s no
satisfaction; 3) The opposite of dissatisfaction is no dissatisfaction;
4) The eXperience of satisfaction is qualitatively different from the
experience of relief from dissatisfaction, 5) There is no neutral
point within or between each continuum, 6) There is no overall
concept which combines the two feeling states, in other words the
feelings cannot be added together; and 7) Eliminating the causes of
an individual's dissatisfaction does not produce satisfaction because
1t 1s determined bv different factors (See Figure 2). How employees
are treated involves hygiene; while how they are used involves
motivation. If a person does a good job, the employer should
reinforce the achievement with motivators. Employers should
relieve the pain with hygiene even when performance is not
optimal Hyglene should not be used to manipulate motivation.
The Motivation-Hygiene Theory is actually a Theory of
Normalcy. Normalcy can be considered the attempt to operate on
both continua. Normal is often confused with the statistical mean

on the pain avoidance continuum only. But M-H holds that just
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because everyone 1s doing 1it, does not mean it 1s normal. Herzberg
defines normal as avolding pain while seeking satisfaction through
growth.

Hyglene relates to the animal nature of trying to avoid pain
from both the environment and the primary drives or the
biological driven needs. Hygiene hurts when you don't have it, yet
it fails to motivate for very long. The major hygiene principles
include: 1) Pain avoidance is the underlying dynamic of
dissatisfaction, 2) The sources of relief from pain are extrinsic to
the individual (or internalized - extrinsic sources, e.g., superego
pains), 3) The sources or pain factors are called hygiene factors
because thev serve to prevent dissatisfaction and they are
environmental, and 4) The hygiene needs (avoidance of pain
from the environment) are relieved by hygiene factors and are
based on the needs of man the animal. Hygiene operates to
remove health hazards from the environment of man. It is not a
curative, 1t 1s, rather, a preventive.

An important hygiene concept is that people will do almost
anything to avoid hygiene pain, but hygiene problems cannot be
managed 1n the long-term unless there are motivators in an
individual's life. The maJjor dynamics of hyglene needs include: 1)
The psychological basis of hygiene needs is the avoidance of pain
from the environment; 2) There are infinite sources of pain in
the environment;, 3) Hygiene improvements have short-term
effects, 4) They are cyclical in nature, always returning to
physical or psychological zero states, 5) They have an escalating
zero point of learned pains or rising expectations, and 6) There is
no final answer to hygiene needs; it cannot be solved, only

managed. A hygiene reward, once given, becomes a right, in the
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mind of the receiver Psychological pains require more relief than
i biological pains. Biological pains are limited; whereas psychological
. pains are infinite.
Z: Motivators are intrinsic to the 1ndividual's job. It isn't the

treatment of individuals that causes happiness;, rather it is what
\g individuals do that makes them happy. Motivators permit
P psychological growth and provide a positive meaning in life. People
‘t’ cannot do good jobs unless they have good (interesting) jobs to do.
- The major dynamics of motivation include: 1) The psychological
o basis of motivation is the need for personal growth, 2) There are
ro; limited sources of motivator satisfaction, 3) Motivator
E; improvements have long-term effects; 4) Motivators are additive

in nature; 5) The motivator needs have a non-escalating zero

- €
T

point; and 6) There are answers to motivator needs. Again,

hvgiene is not a motivator.

[ O

There are seven hygiene factors and six motivator factors in

M-H profile analysis (See Figure 3). All hygiene factors are equally
important, but their order of frequency is: 1) Company policy

" and administration which are the biggest sources of dissatisfaction

and should be managed by keeping them as simple as possible; 2)

Supervision usually causes more dissatisfaction than satisfaction,

AR

3) Interpersonal relationships include relationships with superiors,
peers, and subordinates, 4) Working conditions involve the

. npm

environment; 5) Salary is the most powerful of the hygiene
factors but 1ts dynamics are short-term. Since salary has such a
ubiquitous nature, it commonly shows up as a motivator as well as
a hygiene It 1s primarily a hygiene, but it frequently takes on the
properties of a motivator; 6) Status is especlally important in the
professional fields, 7) Security is the most infrequent hygiene
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factor. A deprivation of these hyglene factors can cause Job
dissatisfaction, but their amelioration does not cause job
satisfaction. Pain can be relieved, but this is not normally a source
of personal gratification. Normalcy requires that indivduals avoid
being hurt. If hygiene becomes a motivator then Herzberg calls it
abnormal, however, {f the frequency is relatively higher than
normal, he classifies it as sick.

The hierarchy of motivators, on the other hand, is inversely
proportional to the frequency of the individual factors. They are
discussed in order of frequency. First, achievement occurs most
frequently, but is the least important motivator. It is doing
something and feeling good about it. It has a relatively short
duration. Second, recognition for achievement causes a lot of
slippage in that the employees may feel bad because management
failed to recognize them. When salary takes on some of the
properties of motivators, it has dynamics similar to recognition for
achlevement. Third, work itself rmust be 1nteresting and
challenging to be long-term. Fourth, responsibility has the longest
lasting effect. Fifth, advancement is normally only short range.
Sixth, growth was not significant in first level factors (events that
caused either good or bad feelings) of the 1959 study, but it was
very significant in the second level factors (the attitudes that are
rationalized from those good or bad feelings).

M-H Theory suggests that the motivators should be managed
long-term while the hygienes need more frequent attention.
Slippage is where motivators are on the hygiene side and the
hygiene factors are on the motivator side. These deviations can be
attributed to error (unreliability of the measures) and to variations
of individual differences among normal people as they experience
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their daily llves. On an I-H profile, "slippage" indicates a
temporary perception of dissatisfaction with motivators or
satisfaction with hygiene, while "inversion" indicates a long-term
attempt to achieve motivator satisfaction through hygiene relief
(See page 96 for a brief, concise summary of the major principles of
the M-H theory).

Historvy

Dr Herzberg's World War Il experiences helped him decide
that a society does not go insane because of the insane. A society
goes itnsane when the sane go insane. One of his goals became to
kKeep the sane sane.

Dr. Herzberg's mentor, John C. Flanagan was in charge of the
Alr Corps' selection of flying personnel and developed the critical-
incident methodology. Flanagan moved away from traits and
characteristics to what a good pilot, navigator, etc, did. In his
critical-incident technique, he asked the instructors when they
found it necessary to take the controls away from the students.
Flanagan then listed what good pilots and bad pilots did in a crisis,
and these incidents became the critical requirements. He claimed
there were two ways to describe people, with adjectives or by
what they did. Herzberg modified the critical-incident procedures
and developed his sequence-of-events approach which became the
basis for Motivation-Hygiene Theory. He wanted to find out about

people from what happened to them, not from what they told him
they felt.

Dr. Herzberg disagreed with the traditional motivation
theories. His 1957 survey of 2000 morale studies (Job Attitudes,
1857) found the evidence contradictory and redundant, thus leading

T
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hirm to suspect their premises He believed opinions could be
measured, but opinions are intellectual, not feelings. Therefore,
two distinct questions had to be asked: 1) Are you happy here
and what makes you happy here? and 2) Are you unhappy
here and what makes you unhappy here? These questions,
however, were not the ones used for events in conducting a critical
incidents study of job satisfaction. The Motivation-Hygiene Theory
was first drawn from Herzberg's examination of events in the lives
of engineers and accountants, published 1n Motivatjon to Work,
(1959).

Later, In the early 1960's, Herzberg coined the term "job
enrichment" and applied M-H Theory to job redesign at AT&T and
ICI. He describes replications of the Motivation to Work study and
Job enrichment applications at AT&T in Work and the Nature of
Man, (1966). In the 1970's, he renamed his concept "orthodox job
enrichment” (OJE) which implies giving more responsibility for
decision making and doing so as far down the line as possible OJE

projects are described in The Managerial Choice, (1982).

Methodology

The motivation-hygiene profile is constructed from the
responses to two questions: First, describe a time when you felt
exceptionally good or bad about your job within the past two
yvears Second, why do you think you felt the way you did about
what happened? This type of questioning ensures that the
employees pinpoint an event which describes a change-in-feeling
state, and further, that this change is a critical one. These types
of responses are more likely to reveal a significant motivational
pattern since they focus on the specific event which led to the

«
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change 1n the employees’ attitudes The employees describe In ‘
detall what happened. The events are then classified into factors
based on the happenings that occurred during these periods of "3
exceptional feelings. The data 1s next grouped to determine an

organizational profile. In the profile analysis, the factors (described
o in section II, Description) are ranked according to frequency, rather

»
than importance. g
, The factors are classified into two levels. The first level .
Involves the description of the event itself in response to the .
¥ question, what happened? The second level pertains to attitudes or 4
: why the event made the individual feel good or bad. On the K
v average, 2.5 factors describe an event. There may be only one or E
possibly as many as four. The first level factors are more reliable ‘

than the second level factors or attitudes Herzberg's premise is g

- that being happy on the job is not the opposite of being unhappy
on the job. Or, as previously stated, satistaction and dissatisfaction .
- are not opposites since they involve different sets of factors y

In the 1959 study Herzberg et al, rated the questionnaires '
from specific to general, then eliminated those with general

answers. Besides the two questions relating to the two levels, N
s there were details such as when the event occurred and how long .
? the feelings lasted. The classical profile resulted from grouping the ,
. critical incident survey. Individual and environmental differences -
affect motivation and hygiene and account for some of the f-
differences in motivation and hygiene levels

The proper application of the theory is motivation
reinforcement for motivation and hyglene relief for hygiene

dissatisfaction. based on normal dynamics. People respond to work

e R R X ALY

according to motivation ability and hygiene taste, so rather than
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only looking at the work itself as it relates to the critical event
descriptions, one needs to look at the dynamics of both hygiene and

motivation.

Replication
As stated earlier, this study focuses on Army recruiters.
There have not been any studies with the M-H Theory on Army

recruiters so there is no material available relating directly to this
area, however, there are a few studies indirectly related.
Disappointingly the profile of a "successful recruiter” seems to vary
from cne study to the next.

Joyce Elaine Zellweger's master's thests, "Profile of the
Successful Recruiter,” involves using the Expert Systems Software
to evaluate USAR recruiters. She develops and analyzes a model to
identify personal attributes of a successful recruiter. She does not
use the M-H Theory. She found that personal characteristics such
as integrity and motivation, and skills such as listening and
informing are substantially more important than the types of
attributes generally used to predict recruiter success.

John Norman Taylor's doctoral dissertation, "Anxiety Concepts
in the Motivation-Hygiene Theory," uses a sample taken primarily
from civilian personnel working at Ogden Air Logistics Center, Hill
Alr Force Base, Utah Tavylor was The Program Coordinator for an
Orthodox Job Enrichment Program intended to increase
productivity and enhance the qulity of work life for Ogden Air
Logistics Center. Two types of anxiety continuums, motivator

anxiety and hygiene anxiety were identified in a test and control

sample.




Harvey Bernard Karp's doctoral dissertation, "An Investigation
of the Motivational Patterns in Industrial Salesmen," is also related
since recruiters are salespeople. His research is an empirical study
of the motivational patterns operating in a sample of industrial
salesmen within the sound theoretic framework of the M-H Theory.
He found, among other things, that industrial salesmen are
motivationally well-adjusted, that their motivation patterns
suggest a high achievement oriented group, with their greatest
source of dissatisfaction in administrative blocks to achievement
The findings from this research on recruiters seem to support
Karp's findings, particularly that Army recruiters are highly
achlievement oriented.

Borman, Togquam and Rosse conducted a study in 1977 for The
Army Research Institute (ARI). They focused on discovering the
performance requirements of the Army recruiter and guidance
counselor jobs by defining the underlying task dimensions
associated with their jebs. A composite list of task dimensions was
established. It contained four broad dimensions: Prospecting
Activities, Publicizing the Army, Selling the Army and
Administrative Actlvities. The authors believed the content of the
task dimensions suggested the types of personal characteristics and
attributes necessary for effective recruiter performance.

Graham et al., conducted a study in 1979 for ARI to obtain
information on the nature of Army recruting job behaviors and
personal characteristics, as they are associated with recruiter

success. The pilot study used a small sample and the authors

warned that the results may not be representative of recruiters in
general. Their sample was selected to represent recruiters with

high, medium and low records of success, in terms of percentage of
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quota achieved They compared the high and low producers,
hypothesizing that high and low producers’ scores would differ
significantly. Interviews solicited information from recruiters, but
few of the characteristics of the self-description data were
significantly related to production records.

Brown, Wood and Harris published an ARI study in 1978 They
had two oblectives 1) develop a valid criterion of recruiter
effectiveness and 2) develop a test battery to identify those
soldiers most likely to succeed as Army recruiters They used
Graham et al pilot study to develop a recruiter selection battery.
They used supervisor nominations and found that recruiters are a
relatively homogenous group with similar attitudes and opinions,
which may have limited the variance in attitude, personal
preference and personality inventory scores The authors suggested
possible use of the 20 significant variables in future studies

In 1982 Borman researched the use of assessment centers in
selecting Army recruiters. Under this concept, trained observers
rated potential recruiters’ performance in several difficult
situations simulating actual recruiters' job situations. The
assessment center was successful when the Army recruiting force
was voluntary. However, since recruting requirements have
increased, most of the Army recruiters are now assighed
involuntarily. Since assessment centers were based on the
assumption that the soldiers being rated wanted the job, the use of
assessment centers to select recruiters is now infeasible

Weltin, Frieman, Elig and Johnson (1985) related the ratings of
the original assessment center and a subsequent development

center sample to the number of contracts the new recruiters made

during the first year of recruiting. The criterion measure
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accounted tor geographic differences 1n sales potential among x
recruiting battalions. Results indicated that the assessment center
ratings had low correlations with job performance. The ]
development center sample was significant in the cold call, .
interview and speech exercises. Productivity of the recruiter's ‘
battalion was the single most important factor in predicting job
performance

Elig, Gade and Johnson described a "new approach to recruiter o
selection research” 1n their 1983 working paper. Their findings
indicated that opportunity bias (Battalion Average Production)

I % ]

explained 32 percent of the variance in productivity, compared to
48 percent reported by Brown et al. Thev claim recruilter
demographic characteristics can be related to recruiter
characteristics when opportunity bias is removed, and that
demographic data will be useful for selecting recruiters on a non-
volunteer basiz.

Hahn's (1961) study 1nciuded critical incidents from 2200 Alr
Force officers in order to study the problem of reenlistments. The .
officers' ranks ranged from 2nd Lieutenant to Colonel and were
Irom various commands In the U. S. A. and Europe. He focused on
two events those that produced notable personal satisfaction and .
those that made the officers question the value of an Air Force
career One of the major reasons for analyzing the incidents was
to determine the relationship between certain psychological factors N
and certain characteristics of Job situations which were reported by B
officers as causing either good or bad feelings toward their jobs and
careers. The analysis of satisilers and dissatisfiers tend to support
the early Herzberg findings. Hahn's study emphasizes the

importance of motivators over the hygiene factors. The study Y
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showed that the basic need of Alr Force officers 1s 10 actualize thelr
i own potentiality within the tasks of their jobs.
Army recruiting, as it relates to the M-H Theory, has not yet
s
‘.:-:; been explored. The studies listed above are not true replications.
However, they are similar through their research associated with
9 either recruiting, in general, or the M-H Theory as it applies to
salespeople or military personnel

Application

The primary application of the Motivation-Hygiene Theory in
industr-- or the military is job enrichment. Herzberg asks two
questions of emplovers. First, are employvees treated well (hyglene)
and second, are employees used well (motivators)? Organizations
can be more efficient by becoming more human. Hygiene
programs should be developed to match their dvnamics. The
proper management of hygiene includes the following techniques:

1) Hyglene administration should be kKept simple -- the simpler the
better (e.g., annual salary is the best and healthiest way to pay
employees, while plece rate is the worst). 2) Give hygiene for
what hurts. 3) Give hyglene for hyglene purposes. 4) Give
hygiene quietly and downplay the "generosity” of the organization.
5) Emphasize ethics (fairness) over morality (good taste which is
cultural, not universal). 6) The fairness of supervision is more
important than the style of supervision. 7) Most important,
identify the type of hyglene problem that exists 1n the
organization. This prescription discourages exaggeration of hygiene
problems as well as abnormal inversion and makes hygiene

manageable. since it cannot be solved.
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There are eight sensory ingredients of job enrichment (See

Figure 4). The central ingredient is client/product relationship. The

customer or client may be either external to the organization or

‘(g- inside it. The recruiter's client 1s the Army applicant, and the
product is the Army recruitment itself. The next two ingredients,

p new learning and unique expertise, can be thought of as being in a
.. larger circle surrounding the client relationship. Through feeling

h.‘-.'- satisfaction, new learning leads to unique expertise, which in turn
- causes Ifeelings that create new learning again. New learning gives
:1:: the employees the opportunity to grow psychologically. This

o2 learning can be either vertical or horizontal. Obviously, horizontal
:i‘ learning does not, in itself, produce coherence or psychological

. growth. Unique expertise can be thought of as providing the
employees with the opportunity to "do their own thing." The last
oY five elements each sterm individually from the larger circle

' containing new learning and unique expertise. These five

‘: Ingredients are. 1) Direct feedback which should be, not only

h direct, but also non-evaluative and timely. 2) Self-scheduling

‘ makes the worker responsible for the work, not responsible to the
. schedule. 3) Control over resources makes emplovees respornsible
t“ for costs. Cost and profit centers should be pushed as far down in

the organization as is feasible. 4) Direct communications

&: authority facilitates all the other ingredients. 5) Personal

- accountability is both an ingredient of job enrichment and an effect
3_1 of Job enrichment

Implementing a job enrichment program offers individuals

,.: motivators without forcing changes upon them. Motivation is

. where the 1individual wants to do something as opposed to

'3 movement which is externally motivated through possible threats
e R S e e e o e s oy
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or bribes. Herzberg calls this movement KITA or a "kick In the
pants.” KITA can be either negative or positive, such as a whip or
a carrot. [t can also be either physical or psychological. Herzberg
defines motivation as a function of ability divided by potential,
opportunity divided by ability, and reinforcement, or in formula:
Motivation = f (A/P, O/A, R). This study will be looking at
motivation versus movement. Movement = f (extrinsic fear and
exXtrinsic reward)

The major advantages of Job enrichment are that it promotes
lasting individual growth and competence, it can be implemented
quickly, and it minimizes new hygiene problems. The major
disadvantages of 10b enrichment are that an assumed lack of
motivators can become alibis, employees may have increased
defensiveness for incompetence, and older employees that are
adapted to impoverished jobs may not be able to change. Herzberg
differentiates between job enrichment or "vertical loading," and job
enlargement or "horizontal loading." Horizontal loading is just
more variety of the same old meaningless tasks, while vertical
loading provides motivator factors. Horizontal job loading is
reducing employees' personal contributions, rather than giving
them an opportunity for growth in their accustomed jobs. Vertical
Job loading gives workers more responsibilities and allows them to
make decisions. It provides a whole job, making it more
Interesting and challenging with more levels of complexity.

There are ten steps 9 Job enrichment. First, select jobs
where a) motivation can make a difference in performance;, b)
hygiene is becoming extremely costly; ¢) attitudes are poor, and
d) the investment 1n 1industrial engineering (appropriate incentive
systems and designs for specific working conditions that facilitate
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the most efficient use of the human machine) does not require
costly changes. Second, approach these jobs with a conviction that

B
g

they can be changed. Third, brainstorm a list of job enrichment
changes without being concerned about practicality. Fourth,
eliminate hygiene suggestions. Fifth, eliminate impossibilities and
gross generalities, such as "give more responsibility." Sixth,
eliminate horizontal loaded suggestions. only vertical loaded
suggestions should be adopted. Seventh, do not allow employees
whose Jobs are to be enriched to participate directly. Eighth,
during the initial attempts, set up a controlled experiment. Ninth,
ex¥pect a temporary drop in performance in the experimental
group, then a long-term rise tn quality productivity. Tenth, work
closely with key supervisors and be prepared for the first-line
supervisors to experience some temporary anxiety and hostility
over the changes. Job enrichment should not be a one-time
proposition, but a continuous management function.

Ilotivator factors involve the following hierarchy of growth:
What have you learned (knowing more at a behavior level), what
do you understand (making connections), what do you think
(creativity at a cognitive level);, effectiveness 1n ambiguity
(management ability); individualization and unique experience; and
finally. real or ethical growth

In summary, behavior leads to attitudes. Attitudes allow you
to read behavior and determine what attitudes are acceptable. We
cannot change attitudes, but we can change behavior, which in
turn leads to new attitudes. Also, there is little correlation
between happiness and unhappiness, or between health and illness.
These dynamics operate independently. For example, we wash our
hands to avoid disease, but we exercise to gain health.
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[II. RESULTS OF THE STUDY

Reliability

Each of the events was coded independently, first by the
writer and then by a bachelor's degree tutor from the University
of Utah tutoring center. He was naive as to both the M-H theory
and the hypotheses of the study. Coding was done according to
Herzberg's Analysis of Factors (Appendix II, The Motivation To
Work) with the exceptions of the four following minor additions and
one consolidation. Two additions were made under Factor 11.
Company Policy and Administration - first level: 11.9. Support
provided and i1.10. Support not provided. Two additions were alsc
made under Factor 13. The Work Itself - first level: 13.7. Client
Relationship - applicant and 13.8 C(lient Relationship - public,
schools Factor 6. Interpersonal Relations - supervisor - first level
was combined with Factor 9. Supervision - technical - first level.
Thus interpersonal relations is limited to subordinates and peers.

There was agreement between the two coders on the coding of
events for 929 percent of the factors. When disagreement
occurred, the event was coded by Dr. Miner, Dr. Herzberg's
assistant in order to reach a 100 percent agreement. The
frequency bar charts were then made, using the revised coding,

with total agreement having been established

Samples and Procedures
The sample consists of 123 recruiters from six battalions in the

6th Recruiting Brigade. The battalions participating in the study
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were Phoenix, Sacramento, Salt Lake City, San Francisco, Santa
Ana and Seattle. They have a combined total of 665 active Army
recruiters assigned. The battalion commanders distributed 149
forms to recruiters 1n the cormmander selected category and 149
forms randomly to the others active Army recruiters. On the
average 44 percent of the recruiters within the sampled battalions
were requested to participate in the study, 22 percent in each of
the two categeries (See Figure 8) Unfortunately the response from
the recrulters was disappointing. A total of 133 forms, 67
conunander selected and 66 others were returned. However, ten
forms were blank, thus only 42 percent of the corrnander selected
recrulters and 41 percent of the otkhers actually participated 1n the
study.

Each recruiter was requested to submit one positive and one
negative event. Four of the responses were eliminated as non-
events since they did not involve a real event with a beginning,
miaddle and end In other cases, the recruilters only provided a
single event, instead of two. Therefore, the study consisted of 62
commander selected recruiters and 115 events, plus 61 others and 111
events. for a total of 123 subjects and 226 events.

The sample size for three of the battalions was very small;
however, profiles were made of all battalions. Phoenix Battalion
had five recruiters participate, four corrnnander selected and one
others Seattle Battalion had eight participate, two cormmander
selected and six others Salt Lake City Battalion had 1l participate,
6 cormmander selected and 5 others There were ten or more
participants in each category for the three other battalions.

The letters and forms (See Figures 5 - 7) were mailed to the
battalions on 26 May 1987. [t was requested that the battalions
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return the forms as soon as possible after 17 June 1987 The writer
followed up with phone calls to each battalion on 18 June 1987. San
Francisco's forms arrived first, on 19 June 1987 and the last two
battalions, Seattle and Phoenix arrived on 13 July 1987. Since the

writer was not personally in the battalions, it is impossible to know

how much time the recruiters were given in order to complete and

return the forms.

Since a comparison was made between the corrnander
selected and others groups, an attempt was made to identify
elements that might account for the difference. Recruiters were
asked to tell how long they had been with USAREC. A few of the
responses, such as "Too long," and "Obviously not long enough,”
were eliminated. On the average the commander selected
recruiters had been on recruiting duty for a little over three
months longer than the otkers recruiters (Se. Figure 9). There
were exceptions, but again, in some cases the sample sizes are very
small The commander selected recruliters in two of the battalions,
Salt Lake City and Santa Ana had, on the average, less time in
USAREC than did the othersrecruiters.

The median time with USAREC, for both the commander
selected and others, was 24 months. The least amount of time on
recruiting duty was 5 months, which was an othkers recruiter, and
the most amount of time was 108 months, which was a
commander selected recruiter.

A soldier 1s detailed to recruiting for four years, just recently
increased from three years. Since the length of detailed time with
USAREC is now In a transitional stage, 41 months was selected to
separate detailled recruiters from career recruiters. Of the 48

commander selected responses, 40 recruiters, or 83 percent, were
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still in the detalled status. Forty-three of the 51 others recruiters,
or 84 percent, were still detailed. Therefore, only a small percent
of the sample were career recruiters.

A recruiter is on the TTE program for 12 months and since it,
100, is in a transitional period, 10 months was selected to represent
those in the sample who were currently in the program There
were two cornrunander selected recruiters, or 4 percent, in the TTE
program. Both recruiters were from San Francisco Battalion.
However, there were seven, or 14 percent, of the others recruilters
in the TTE program.

Recruiting experience may account for part of the difference
between commander selected and others recruiters. However, the
only big difference is the variance within the TTE program.

The selection of the recruiters' responses was interesting The
responses were classified in four ways: a good event listed first, a
bad event listed first, both bad events, or both good events (See
Figure 10). On the average, the othersrecruiters wrote about a
good event first, 56 percent of the time, while the comrmander
selected wrote a good event first, only 48 percent of the time. The
commander selected wrote a bad event first, more often than did
the others, 34 to 29 percent, respectively. The cormmander selected
and others each wrote both bad events about twice as often as
both good events The conunander selected recruiters exceeded the
others in both bad and both good responses

Although the sample size for Salt Lake City othersis only five,
they each responded either with a bad event first or both bad
Seattle's cormmander selected of two both wrote a bad event first.

The purpose of this report 1s not to evaluate the significance

of these responses, as to selection of good or bad. However, the

.......................
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findings are different from what would have been expected since it

would normally be assumed that cornuwrnander selected would be
more positive-oriented than the others

Two additional elements were explored. the time since the
event occurred (See Figure 11) and the time that feelings about the
event lasted (See Figure 12) On the average, the cornander
selected bad events occurred prior to the occurrence of the good
events, and also the feelings about bad events lasted longer. The
others good events occurred prior to the bad events and lasted
Just slightly longer The median reversed the times that the
feelings lasted for the others recruiters. A number of responses
had to be eliminated since they could not be quantified, such as:
all the time, several months, every day, day in and day out, not
long. a short time, a few hours, quite a while, recently, a long time
and forever

Generally, the average event occurred within the past year,
and feelings about good events lasted about two months, while
feelings about bad events lasted about twice as long. This was true
for both groups within the battalions.

It 15 possible that any or all of the above elements may have
affected the outcome of this study. Although they have not been
evaluated in detail it is worth being aware of their possible impact
on the studvy

The survey forms themselves are confidential, therefore they
have not been Included directly in this report. However they were

made available for the committee to review.
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NMonivation - Hyglene Analysis
. Profiles of first and second-level factors for the total of the
. combined battalions are 1in Figure 13. The profiles of the combined
:J commander selecred and orhers are 1n Flgures 14 and 15
respectively. The six battalions' profiles are In Figures 16 through
.,e_ 27, in alphabetical order. with commander selected first, followed
' by others 1t will be necessarv to refer to these figures for the

N discussion under thiz sub topic It may also be helpful to refer to

Figures 28, 29, and 30 which show a comparison of all the first-

E:, level profiles plus a consolidation of Herzberg's earlier investigations

The comparisons eliminate the individual factors and summarize

N
> 10b satistaction and dissatisfaction ror both hvgiene and motivators.

- According to Work and the Nature of Man (page 96), the first-level

To analycis of events 1s more objective than the second-level analysis,

i_ which i¢ more subjective Therefore. first-level analysis will take

precedence over second-level analysis, and will be explored in much

more depth

iene Analvysis S

E Security was not mentioned by anv of the recruiters in the

first-leve! factors. It was mentioned five times in the second-level

F? factors, once 1in the others profile and four times in the

corrmander selected profile. Each of the five represented negative

events Since the cornmmander selected are supposed to be the top

W

25 percent of the battalion, the writer expected more insecurity

e with the oathers than with conumnander selected The comments

were to the effect that the recruiters felt their careers were at

- .
2o

stake

Salarv was onlv mentioned once and that was as a satisfier

in the first-level in the otkhers profile The base salary for

.......................................................................
.........................................................................................
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recrulters 1s the same as any other soldier with the same rank
and time In service, but recruiters are given some additional
money for being on recruiting duty. However, the money is not
sufficlent to cause salary to be a major factor in recruiting duty,
as compared to any other soldiers' duties.

Recruiters normally work in nice facilities, so that element of
working conditions was not a factor. However, 1l recruiters, 4
others and 7 commander selected commented about too much
work One otiersrecrulter mentioned that the work was 1solated
In the rural areas recruiters are frequently in a station with a
single recruiter located several miles from any other recruiter or
military support. Therefore, isolation could be a bigger factor 1n a
larger sample of recruiters. Surprisingly one cormurnander selected
recruiter commented that there was the right amount of work

In the combined total profile the recruiters received almost as
much satisfaction as dissatisfaction from interpersonal relations. It
accounted for more satisfaction in the hyglenes than any other
hygiene element. The slippage 1s especially evident in the others
profiie 164 percent of dissatisfiers and 5.36 percent of the satisfiers.
The commander selected profile 1s more typical of the M-H
predicted profile.

Status caused more satisfaction than dissatisfaction It is
interesting that status, as a first-level factor. caused dissatisfaction
solely in the commander selected profile, not in the others profile.
It accounts for more satisfaction with the others than with the
comrmnander selected.

Personal life was a factor causing dissatisfaction an equal
number of times for both others and corumnander selected 1t was

a factor in satisfaction once, in the others profile
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The profile pertaining 1o the factors of company policy and

administration and the one for supervision are typical for both
commander selected and others. There 1s much more
dissatisfaction than satisfaction in both factors, while at the same
time company policy and administration account for more
dissatisfaction than does supervision

Sacramento Battalion cormmander selected, however, had
more dissatisfaction from supervision than any other hygiene
tactor It also accounted for the single working conditions satisfier,
but did not have any dissatisfiers from working conditions. The
others Sacramento Battalion had the single personal life satisfier
and no dissatisfier 1n personal life.

Working conditions in San Francisco cornumnander selected
appears to be somewhat high as a dissatisfier. There were six
recruiters who commented on this element, while only three
recruiters commented on it as a dissatisfier in San Francisco
Battalion ot/2ers These same recruiters also received more
dissatisfaction from supervision than from company policy and
administration.

Santa Ana Battalion otzkers received more satisfiers from
interpersonal relations than dissatisfiers. Seattle otkers had more
dissatisfaction from supervision than from company policy and
administration Interpersonal relations in Salt Lake City Battalion
others accounted for satisfaction, but no dissatisfaction.

Phoenix Battalion conumnander selected experienced more
dissatisfaction from interpersonal relations than from company
policy and administration. Santa Ana Battalion comumander

selected received the same amount of dissatisfaction from both

supervision and company policy and administration.
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Motuvation Analvysls and Problems
. Overall, recognition for achievement is quite depressed (13
percent) and has considerable slippage also (14 percent). This 1s
; even more pronounced in the Combined Battalions others since
dissatisfaction exceeds satisfaction in the recognition factor. There
! were the same number of events, involving recognition, that
] contributed to satisfaction as dissatisfaction in the Combined
'\ Pattaiions comumander selected, although the percentage of satisfiers
- 1s a little higher This Is an area that the commanders at various
b levels may want to explore in order to improve their recognition
cystems They need to make recognition fair and equitable 1n
.c. order to reverse the motivator inversicn.
* Achievement accounted for the third highest level of

dissatisfaction in the Combined Battalions cormirnander selected 1t

accounted for the second highest level of dissatisfaction in the

w.

Combined Rattalions offiers As expected, it accounted for more

satistaction than any other factor in both the cormander selected

and others

E Advancement was only a factor once, in the Combined
Battalions others. as a satisfier Since promotions are not

controlled locally, but by Department of the Army, it would be

expected that advancement would not be a factor unigque to

‘t' recrulting, but similar for all soldiers.

| Growth also had more slippage than expected in both

r corrmandelr selected and others Others had growth as a factor,
. both as a dissatisfier and a satisfier, more than did cormmander
2 selected

) Responsibility had more dissatisfaction than satisfaction

a associated with it Again, this was particularly evident with the
S

N
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Combined Battalions others There were three events involving

dissatisfaction and only one with satisfaction. C(ommander selected
were equal for satisfaction and dissatisfaction, two on each side.

Work 1tself also had more slippage than expected. All but one
of the work itself satisfiers had to do with the client in both the
commander selected and others sections The single exception was
creative work for both categories. The dissatisfaction in work itself
was caused by client relationship and the work being too difficult
In cormmander selected, seven negative events were client
relationships and siX were that work was too difficult. In others,
ten were client relationships and six were difficult work.

Phoenix Battalion commander selected had more satisfaction
frcm work itself than any other factor. Salt Lake City Battalion
cormmander selected received only dissatisfaction from recognition
San Francisco conunander selected received more dissatisfaction
than satisfaction from both recognition and growth

Sacramento others received only dissatisfaction from
reccgnition, plus there was cconsiderable slippage for both
achievement and work itself. San Francisco others has very
depressed recognition and high slippage In both achievement and
recognition Seattle others also has high slippage in achievement,

recognition and work itself

Hypotheses st

The first hypothesis 1s that Army recruiters show a predicted
or typical M-H profile to other occupations This was tested
statistically by stating as the null hypothesis. “"There is no
difference between the factors contributing to job dissatisfaction

and job satisfaztion " The alternate hypothesis is "There i1s a
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Ailference perween these ractors © A chil square test was perrormed

. at the 0.0l and the 0.05 critical levels with one degree of freedom,
; 12 6632 and 3 84 recpectively. The Combined Battalion Total profile
;;, rezuited 1n a chi square of 140.16. which requires the null

hyvpeothesis to be rejected since it is extremely significant at levels
we.l beyond the 0 005 level Therefore, since there is no reason to
reiect the alternative hypothesis, the factors contributing to jobk i
. dissatizfaction and satisfaction in recruiting, must be significantly
aftereri  This, in turn, supports the hypothesis that Army
F recruiter: shovw a predicted M-H profile. )

The second hypothesis 1s that the successful (cormrmander

-~ seiecred/recrulters are more positively related to the typical M-H
s rrofile than are the nonselected (others/recruiters. The null and
(-

a.terna‘ive hypotheses, plus the critical levels and degrees of ;

i frecdom., were thie same as before. A chi square test was y
calculated first on cammander selected and the on others The
{__ results were 86 59 and 57 67 respectively Therefore, the factors
. contributing to job dissatisfaction and satisfaction are significantly
E different in both groups, but even more different in the
: conrunarder selecred Consequently. successful recrulters do have a
r- more typical M-H profile than do nonselected ot/ers recruiters.
The commander selected. as expected, had much more slippage
F I rmotivation (43 percent) than in hygiene (6 percent).
Unexpeitedly, othersrecruiters received even more dissatisfaction
Ircm motivators than from hyglene. Theretore, the others profile
12 opposite from the typical profile on the dissatisfaction side (See
‘i-i Figure 28), although, overall 1t 1s statistically a typical M-H profile.
These points are clearlv indicated bv a visual comparison of

-' the three recruiter profiles against one another and ther: against




the composite of factors taken from samples of 1685 employees
i (page 59, The Managerial Choice). Motivators accounted for
significantly more satisfaction than did hygiene. However, the
hygilene contribution to satisfaction was more than double for
others recruiters than cormmander selected In general, recruiters

!J received even more satisfaction from motivators than did the

employees in Herzberg's investigation (See Figure 28).
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IV. CONCLUSIONS AND RECOMMENDATIONS

conclusions/Usefulness o
Both the Combined Battalion Total and the corurmander
selected profiles are similar to some of the studies discussed in

Work and the Nature of Man. The ozkers profile indicates

motivator anxiety. Since the second-level factors are not as
objective, only the first-level M-H dynamics were compared.

Even though the sample size was small for some battalions,
the first-level factors were compared for each battalion in both
commander selected and others categories (See Figures 29 and 30).
Motivator anxiety appeared to be an element in Phoenix
commander selected and also somewhat in both Sacrament and
Seattle. None of the cormander selected recruiters received much
saticfaction from hvglene. All of the others seemed to have
motivator anxiety, except Salt Lake City Battalion. On the average
the others seemed to receive more satisfaction from hygiene than
the commanaer sel/ected did. However, they still received more
satisfaction from motivators than from hygiene.

The M-H Theory is definitely applicable to recruiters. USAREC
could benefit by using Herzberg's Theory, particularly in reducing
the slippage of recognition and, to a lesser extent, in achievement.
The M-H Theory 1s relevant to different economic and political

systems, as well as to different types of occupations. This study

supports the M-H Theory.
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Recommendations

The writer noticed a number of possible problem areas. Some
of the comments made in the surveys indicate that at least a few
ol the recrulters mayv have been reserve recrulters, rather than
active duty recruiters. Also, some of the battalion commanders
may not have selected the top 25 percent of the battalion, and
even 1If the top quarter had been selected the recruiters may have
exchanged forms within, or between stations. One cornumnander
selected wrote that he/she was being relieved as tneffective, thus
one would hope that the recruiter was not really in the battalion's
top quarter. Finally the response was poor, particularly for some
battalions. All of these problerms could have been reduced, if not
eliminated, if the writer could have personally administered the
surveys Future studies of this type should implement this tighter
control

An assumption has been made that the events are
randomized over the subjects In other words, there i1s no subject
differential

Time off appears to be a serious problem. [t seems to be
difficult to administer 1t fairly and considerable resentment stems
from what the recruiters perceive as earned time off that does not
materialize. This was also mentioned more frequently by the
cormmander selected recruiters than by the ofkers One possible
explanation for this difference is that if the commander selected
really are more successful than the otkers they would be more
aware of broken promises and expectations associated with
successful achievements. When one is successful and fails to receive

what was promised for an accomplishment, there 1s much more

dissatisfaction than if one is unsuccessful
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Investigations, "micro-management” and the fact that the
recruiting detail increased from three to four years were frequent
comments causing negative feelings. There were also several
comments about the lack of cooperation frorn MEPS, particulariy 1n
some battalions. These areas merit attention by the chain of
command

The award system with the badge caused several positive
events That portion of the recognition systems appears to be
eftective, but the recognition systems at the battalion and company
levels cause more negative than positive events.

Recrulters were high achievers prior to being selected for
recrutting dutv. This was one of the primary reasons they were
selected for recruiting duty, therefore, failure is very
uncomfortable, if not painful, for recruiters since they are
accustomed to winning. All of the recruiters seermed to want to be
successful by making or exceeding mission assignments. They
received considerable dissatisfaction from the way they were
treated when they failed. They seemed to want support, not
criticism nor ridicule.

The pilot study appears to be successful since the recruiter
profile is similar to the typical M-H profile and the corurmander
selected profile is more positively related to the typical M-H profile
than is the others recruiters. Additional research should be
conducted The next step would be to compare released TTE
recrulters against successful recruiters in order to develop a profile,
based on the M-H Theory, of unsuccessful and successful recruiters.

Dr. Herzberg recommends three propositions to motivate
people on the job First, by selecting talent and then developing

that talent Secondly, by maximizing the use of the talent,

.....
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through Jjob enrichment Third, by reinforcement of motivated
behavwvior through providing opportunities for psychological growth.
He further identifies two types of motivators, preparatory and
generator. Preparatory 1s short term and includes the rmotivator
factors of achievement and recognition for achievement. They
should be used to provide the stimulation or reinforcement for
more complex tasks that lead to psychological growth. The other
four motivators, work itself, responsibility, growth and
advancement, provide the internal generator which results 1n
long-term effects.

The major purpose of the study was to complete a pilot study
and determine whether or not further studies would be
appropriate. The findings indicate that further studies could
benefit USAREC. In addition, incorporating the M-H Theory and the

recornmendations discussed previously may improve what is

currently a very successful command and make it even better.




sor

RRE

[

»
X

B

P R A T T e ;e BRI
‘!f‘-- -’,,_4',. AR . "J\".\ ARSI AR X RS R K
mx‘.ﬁ PN PEY LV IV PRPCTAVE TR L PTG A PR PR L PGP LN PR, T Y v 0. Vs N PR VAT P A Y YT PR o T S A

43

BIBLIOGRAPHY

Bockman, VM (1971) The Herzberg Controversy
Personnel Psvchology, 24, 155-189

Borman, W.C. (1982). Validity of Behavioral Assessment for
Predicting Military Recruiter Performance. Jourhnal of

Applied Psychology. 67, 3-9

Borman, W C, Toquam, J.L and Rosse, R.L. (1977).
Dimensions of The Armv Recruiter and Guidance
counselor Job (ARI TR-77-AS) Arlington, Virginia
U. S Armv Research Institute for the Behavioral and
Soclal Sciences.

Brown, G.H, Wood, M.D. and Harris, J.D. (1978). Army

Recruliters cCriterion Development and Preliminary
Yalidation of a Selection Procedure (ARI TR-78-B6).

Alexarndria, Virginia: U S Army Research Institute for
the Behavicral and Social Sciences

Department of The Army, Army Regulation (AR)

310-50 (November 1975) Authorized Abbreviations and
Brevity Codes, Washington, DC: Headquarters, U S
Al’m\/ﬁ

Department of The Army, Army Regulation (AR)
601-1 (July 1985). Assignment of Enlisted Personnel to

The U. S Army Recruiting command, Washington,
DC. Headquarters, U. S. Army.

Department of The Army, U. S. Army Recruiting
Command Regulation 10-1 (January 1985). Organizatjon
and Functions, Headguarters United States Army
Recruiting Command (HQ USAREC), Fort Sheridan,
[1linois.

......................................
. R N AL I S M L S AT AR
. R I P T N R N e R T R N L R LT

.....

...................................

]



m.r

2o A e A\

el

-
«
N

tx‘.x'

s

(2 Pal
L

44

Department of The Armvy, U & Army Recruiting Command
Regulation 350-4 (July 1984). U.S _Arm e t

command Training Program, Fort Sheridan, lllinois

Department of The Army, U S Army Recruiting
Command Pamphlet 350-2 (October 1983). Recruiter
[rancitional Training and Evaluation Handbook, Fort

Sheridan, Illinois

Department of The Armv, U S Armv Militarv
Personnel Center, Enlisted Personnel Management
Directorate (EPMD) Operating Instructions (OI)

No 601-1 (1) (February 1987). Personnel Procurement,
DA Selected Recruiter Program. Alexandria, Virginia.

Elig, T W, Gade, P A. and Johnson, R.M. (undated). Recruijter
R it T hic ¢ toristics. Prelimi
Investigation of Recruiter Selection Criteria (Working
Paper 83-5). Alexandria, Virginia. U. S. Army Research
Institute

Flanagan. J.C. (1954). The Critical Incident Technique.
Psychological Bulletin, 51, 327-358.

araham, W.R., Brown, GH, King, W. L., White, L. and
Wood. M.D. (1979). A Pilot Study of Army Recruiters:
Their Job Behaviors and Personal Characteristics (ARI
TR-79-B2) Alexandria, Virginia® U. S. Army Research
Institute for the Behavioral and Social Sciences

Hahn, C. P. (1961) Problem of Reenlistments: Factors
That Influenced Their Thinking on Whether or
Mot to Stay in The Service. Unpublished Study.
American Institute for Research, Pittsburgh,
Pennsvylvania.

Hawvwood, HC. & Dobbs, V. (1963). Motivation and
Anxiety 1n High School Boys. Peabody Papers In

Human Development, ], No. 9.

Herzberg, F  (1983). Herzberg on Motivation

Cleveland: Penton Publishing Co.




KRR |

RN

.
S\

Herzberg. F (19&s) Leadership in a Period of
Psvchological Depression. International
NManagement Conference (Keynote Address)
Vienna, Austiria

Herzberg, F (1982 The Managerial Choice Second
Edition (Revised) Salt Lake City: Olympus

Publishing Co

Herzberg, F (1968) One More Time How Do You
Motivate Employees? rv usi ) view.

Herzberg, F. (1978) Putting People Back Together The
Human Need for Work. Industry Week

Herzberg, F (1966) Work and the Nature of Man New
York Thomas Y. Crowell

Herzberg, F., Mausner, B, & Snyderman, B. (1959).
The Motivaticsn to Work New York: John Wiley
and Sons, Inc

Hines, W.W. and Montgomery, D.C. (1980). Probability and
Statistice in Engineering and Management Sciences

Second Edition. New York John Wiley and Sons.

Karp, HB (1969). An Investigation of the Motivational
Patterns in Industrial Salesmen. Doctoral dissertation.
Case Western Reserve University

Pomeroy, Lieuteniant Colonel (LTC), Deputy Director of
Personnel, Headquarters United States Army
Recruiting Command, Fort Sheridan, Illinois

[elephonic Communications (27 January 1987).

Riggs, T, Master Sergeant (MSG), Chief of OOR
(recruiting) Selection Team, U S. Army Military
Personnel Center. Alexandria, Virginia,

Telephonic Communications (27 January 1987 and
% February 1987)

ot e ox am

Bl B




SR

‘.n%-..-

X3

T
v

Y,
A BN

N

......

46

Sabin, W A (1977) The Gregg Reference Manual Fifth
Edition New York: Gregg Division/McGraw-Hill Book
Company

Tavylor, J N (1976) Anzxiety Concepts in The
Motivation-Hvglene Theorv. Doctoral dissertation.
George Washington University.

Terkel, & (1984) Working New York: Random House

Wweltin, M M., Frieman, S, Elig, T. and Johnson, R.M. (1985).
Predicting Army Recrulters Job Performance from

Levelopment Center Ratings. Proceedings, Military

Testing Assoclation. Alexandria, Virginia: Armyv
Research Institute.

Zellweger, J E (1986) Profile of The Successful
Recruiter WNMaster of Science Thesis. Naval
Postgraduate 3School.

.......
IR ORI TN
. LY PP




1deyd (euonjeziuebig  9349sn L aanbid

r~
<
AyLd - UMDY M0 yhoo, . )
i a4 aleApL). . fipen deps GA0U
RaLLE A b3o Hd fata 2467 g (AR Pt @467 s A wodd
SUGT3E7S DUl INIIAS
Fld 94e 4les ahn3 EEIG | uepbQ
SalUedUD ] DULItndday
zapabuy z07 Euy EJUES DITLIUR IS UES, PTG | FipLl o487 yEs PUE[jA0Y CUALIE ADES RLFpoUOH A $4E S
T T OO ETEG DT inaiay
h Yia P 151
T TeRpetag Fu o T -
134w SN
251 VI — SR IR 70 GRS - RSOSSN RN RO BN
SN e B g e A T Ty - - - e ol - abaaion, ~ SR ~ A e e - N e s e W - -

QO

N

._n'
™,

.V
.‘_‘\

IOt

.n l.r

by
ry
'
[
'

v




- -

P

DR S

t
MOTIVATION - HYGIENE THEORY (DUAL - FACTOR) CONTINUA
n
Hyglere (Security) Needs
:;: vob Dissatisfactione—-— - - —— Animal Avoidance Needs————No Job Dissatisfaction
Migtieator (Growth) Needs
N o Job Setisfactar - ———-- - -————Human Activity Needs ——— = Job Satisfaction
!'_-'
- CONVENTIONAL CONTINUUM
fi
(- Negative Feelings Neutrality Positive Feelings
' T 2
. Dhssatisfartion Satisfaction
[
-’:.
h. Figure 2 COMPARISON OF CONTINUA
(Bockman, 1971)
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A "M4JOR DONNA STUTH
i 41720 South 3115 West
west Valley Crty, Utah 84119
S- 17 . dune 1987

26 May 1987

o SUBJECT Crtical tnondents Stady of Recruiter Job Satisfaction
A

COMPENGER
- recrinhing Battahon
o

i Fer oui recent tejephone conversation, | am doing a graduate thesis on recruiting and
need gour assistance to conduct a Critical Incwdent Study of recruiter job satisfaction. My
.‘ theerz v a pilat stydy which f succesaful | could ultimately lead to a relatively inexpensive

method of predicting 3 soldier’s success in recryiting. | have coordinanted with both HQ,
g SAREC and Eth Pecruiting Brigade [ Major Dragoo). 1 am using Dr. Fredrick Herzberg's
. Matveation- Hugrene Theory to evaluate Army recruiters. He is on my thesis committee and will

33313t a3 necessary

a J The battahon commander should select about 25% of the active duty recruiters within

> the battalion that he teels are the battalion’s best recruiters. These recruiters should be given
the biue forms labeled Farm B An equal number of the tan forms, Form T, should be given

fj—f randorly fo other battalion active duty recruiters. Thus approximately S0® of the active duty

. recrunters will participate 1n the study. Each Critical Incidents Study consists of two pages and

the recrter shoold complete both pages and return thern to a central point within the battalion.

2 The recriters shouyld not put their names an the forma. Recruiters incidents will

rernain confidential

4 tnagdvtion, | wauyld appreciate some information on the battalion. See enclosure 1.
Plesze cornplete the ynfor mation and return it along with the completed Critical Incident Study
‘. forms

a
Figure 5. SAMPLE LETTER SENT TO BATTALIONS
»
:;f.. o _...‘J‘.-,-..f v’ "‘4__ .:~'.:,;-‘.'.">-.._f._ _"-1“: Y 4’“._-"\-( .f",“f; ‘: ‘; ~; _@--7 ‘N,","-“ »- “p v r l “‘_‘,.\.’.: ~a
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26 May 1887
SUBJECT: Critwcal tnordents Study of Recrutter Job Satisfaction
C. Since | am under a trme conztraint and must graduate this summer and report to my next
gssignment with HD, USAREC, | would appreciate your helpin returmng the forms in the

enclased envelope NLT 17 June 1337 If you have problems or questions pleaze don’t hesitate to
contact re at (801 9EH-3AG7T

4 Encl (as numbered:

1 Bninformation Form DONNE SHITH
_ Form B {Bn Cdr selected) Mad, TC
_ Form T (The other recruiters) Student Uof U
1 Peturn envelope
e e e e e e L N e
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Battalion information

How many active Army recruiters are there in your Battalion”

How many artive Army recrutters were given Form B (the top 25% of the battalion, as
deter minec bv tne battalion commander )7

How many Form B's were completed”

How many other act've Army recruiters were given Form 172

Huw Many Form T's were completed?
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EATTALIONS RECEIVING LETTERS

COMMANDER

Seattle Recruiting Battalwon
ATTN Ma;or Nina MacGar va
PO Box 3987

Seatlie, Wh 22124

i’ DM ANDE K

Fhoenix Recruiting Battalion
ATTN- LTC Sharr

2i3 N 7th St kmilod
Phosnix, A2 22024-1012

l

CIMMANDER

53!t Lake ity Recruiting Battalion
eTN f'mor Thomas Miller

13c . rtDougias

a‘l_ 1?\/IITQ4]17

N (n jp

COMMANDER

i3n Francmeco Becryiting Battahon
ATTN LTC Sharrer

FO0 Contral Ave E,ng

P

Alameda, (A 9450

COMMANDER

Sacramento Qecr*umng Battalion
LTTN Majer Chuck Miller
2222 %werrafivd

JaC' GW|21|\U. L/A j-Jk ZE

COMMANDEKR

Santa Ana Recruiting Battalion
ATTN LT Harmaon

24000 Avila Rd Suite 4L150
L3gur.a Niguel, CA 92€5¢€

FORMS SENT
30 form B's

30form T's

25 form B's
25 form T's

20 form B's
20 form T's

30 form B's
30form T's

30 form B's
30form T's

30 form B's
20 form T's

TR TN T AT TN T ORI A T
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Note  Please do not put your name on these
forms, however, your prompt, FACTORS
carefully thought-out responses
wiil be greatly appreciated

-t
=

YT vy
AT

JOB EVENT # 1

| Think of a time when you felt either exceptionally good or bad about a job you did in USAREC
: within the past twoyears Give as complete a description as you ¢an of what actually happened.
The event you select must
~-Be areal event with a beginning, middle and end
-Be describec as objectively as possible.
-involve exceptional feelings that directly affected how you felt about

- recruiting
{ K
How 1ong agc d1d trns happen?
How 1ong did the feeling last?
. Why do you think you felt the way you did about what happened?
Factors
- Form B

- . . . P
Wt dasLturala’ A LA aiscacen
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JOB EVENT # 2

Think 07 & ime when you felt e1ther exceptionally good or bad about a job you did in USAREC
within the past two years Give as complete a description as you can of what actually happened
If your first event was an event where you felt good, then describe another event where you felt
bad Or, if your first event was a bad event, then relate a good event. As before, the event you

select must
-Be a real event with a beginning, middle and end.
-Be described as objectively as possible.

-Involve exceptional feelings that directly affected how you felt about

recruiting.

How long ago dhd this happen?

How long did the feeling last?

Why do you think you felt the way you did about what happened?

How long have you been with USAREC?

Factors

Form B
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I Note Please do not put your name on these
. ) forms; however , your prompt, FACTORS
‘l ! carefully thought-out responses
Y = w1l be greatly appreciated.
- JOB EVENT = |
‘I
S Think of a time when you felt either exceptionally good or bad about & job you did in USAREC
P within the past two years. Give as complete a description as you can of what actually happened
A The event you select must
k. " -Be a real event with a beginning, middie and end
1 -Be described as objectively as possible.
- -involve exceptional feelings that directly affected how you felt about
Y ‘: recruiting
e

How long ago did this happen?

. How long did the feeling last”

N Why go you think you felt the way you did about what happened?
-
.,

¢

.

:: Faclors

-

\: .

“» b
1

) Form T
“'. .

¢,
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ACTOR

JOB EVENT # 2

Think of a time when you felt either exceptionally good or bad about a job you did in USAREC
within the past two years Give as complete a description as you can of what actually happened
If your first event was an event where you felt good, then describe another event where you felt
bad Or, if your first event was a bad event, then relate a good event.  As before, the event you
select must

-Be a real event with a beginning, middie and end.

-Be described as objectively as possible

-Involve exceptional feelings that directly affected how you felt about

recruiting

How long agn did this happen?
How long did the feeling last?

Why do you think you felt the way you did about what happened?

How iong have you been with USAREC?

Factors

Form T

...............

......

....
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ACTIVE ARMY GIVEN COMPLETED COMPLETED
PECRUITERS FORMS RETURNED RETURNED vs GIVEN

BATTALIONS ASSIGNED No % FORMS FORMS %
Ehgeana 83

Commander Selected 21 25 6 4 19

oLners 21 25 2 1 S
Jacrament 114

Toemmarnder Selected 30 26 10 10 I3

Others 30 26 12 11 37
Sait Lake ity 75

Carmmangder Selected 18 24 (o] 6 33

Other s 18 24 o] S 28
Sar Franciscs 120

Commander Selected 25 2 25 25 100

otrers 25 21 24 24 96
Zanta Ana 115

Commander Sejected 25 22 15 15 60

NI 25 22 14 14 S6
Seattie 156

Commander Selected 30 19 2 2 7

Others 30 19 6 6 20
Tetal 665

Lommarnder Selected 149 22 67 62 42

Nthers 149 2 66 61 41

Figure & BATTALION INFORMATION

R R TS WG T R S N I
o ‘&ﬁ&iﬂb&&:&iﬁj



E
60
n
. TOTAL * UNDER * UNDER
BATTALIONS MEAN MEDIAN  LEAST MOST RESPONSES 41 Mos 10 Mos
Phoenix
Commander Seiected 2467 19 1S 40 3 3 0
Others 12 12 12 12 1 1 0
Sacramente
Commander Setected 3z.4 315 23 48 8 7 0
Qthers 26 8 24 € 76 1M 10 I
Salt Lake City
Lommander Selectes IS 28 12 ot S 3 0
Others z8 32 20 60 5 3 0
Sar Franciace
arnmander Selected 305 24 6 108 22 18 2
Mrers 234 24 5 48 18 17 2
Canta Ara
Jommarder selected 30 24 12 84 10 9 0
Otrers 2zg 23 6 Q0 11 8 1
Seattle
Lammanger Selected -- - - == 0 == ==
Dthere. 238 17 £ 48 5 4 1
rwfl\ 4
Jarmmander Selected 108! 24 6 108 a8 40 2
Ltners 2765 24 S 90 51 43 7
W
Fisure 9 RECRUITERS TIME WITH USAREC (in months)
-
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i

o

p GOUD FIRST BAD FIRST BOTH BAD BOTH GOOD  NUMBER OF

: E- BPATTALIONS Ne 2 No % No % No % RECRUITERS

R - ---

. Aroentx

. commander Selected 3 75 125 4

) ! Dharg ! 100 1

: Zarraments

- Commander Selected 5 50 3 30 1 10 1 10 10

. Others 4 5 4s 19 ! 9 1

, = Salt Lare Tty

. j, commariJer Seiected 3 S0 z 33 | 17 6
’ Nthers 4 80 120 g
N San Francisos

<1 o Jommanger Sgiected 2 S2 7 28 4 16 1 4 25

K Others € €7 S 21 3 2 24

y e TantaArg

“ Commander Selecteg £ 40 6 40 i 7 2 13 15

T Mk 9 £4 321 2 14 14

4 1 i~

> seattls

. Cuommarnder Selected 2 100 2
Dtre-z 4 67 1 7 t 17 6

s

2

’l . T a

. x Tommander Selected 0 48 21 34 7 4 6 62

; Jtners 24 56 18 29 & 10 3 5 61
»,",

LY

T W

R

» 1::-

« S

A

v
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I ;’.

Y
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BATTALIONS

Phoentx
Commander Selected
Commander Selected
Otrers Qood
Others Bao

Jacramento
Commander selected
Commandger Selected
Others  Good
Otners  Rad

Salt Lake Tty
Cammander Selected
Tommander Selected
otrers  Goad
Others Rad

Sar Francisce
Ccommander Selected
Commanger Selected
Otriers  Quad
Others Bad

Santa Ana
Commander Selected
Commander Selected
gthers  Good
Others  Bad

Seattle
Commander Selected
Commander Selected
Otners  QGood
fthers  EBad

Tuwal
Commandger Seler ted
Commander Selected
Others Gond
Utrers Bad

Fojure 11 THE TIME Gir

Good
Bad

Goad
Bad

Qood
Bag

Good
Bad

Good
Bad

Gaod
Rad

Good
Bad

rm LA and SAA and i sak sas sid: b cderian aai . o gy
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MEAN MED!AN LEAST MOST RESPONSES
2.7 3 1 4 3
62 5 45 9 3
4 4 4 4 1
- - - - 0
119 95 3 36 10
12 6 8 2 36 7
9.7 55 2 24 10
12 12 3 24 8
19.3 18 5 36 4
12 4 65 0% 48 6
4q 4 1 7 3
143 9 2 30 6
10.7 9 (11 days) 36 21
124 12 1 26 25
13z 14 1 36 17
112 9 (2 days) 36 20
67 65 0.25 22 12
95 ) 025 48 1
183 18 3 q2 14
8 6 075 24 10
3 3 3 3 1
8 8 3 13 2
165 205 1 36 4
13 6 4 48 6
10 7 0.25 36 51
113 9 0.25 48 54
138 11 1 4?2 4G
113 65 (2 gays) 48 S0

months ) SINCE THE EVENT OCCURRED
FR N RS SO R S SYCR AL O QOO
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EATTALIONS MEAN MEDIAN LEAST MOST RESPONSES
::-f Phoenix
" Commander Selected Good 2 1 i 4 3
Commangder Selected Bad 4 4 3 ) 2
! Uthers  Good 4 4 4 4 1
- Others Bad -~ -~ - - 0
cacraments
o Commander Selected. Good S a 4 (2 days) 18 10
Commander Selected Bad 7 4 33 05 24 6
Otrers  Good 16 13 (1 day) 6 8
L
.. Others: Bad 75 4 (1 day) 20 8
1S
. Salt Lake City
:': Commander Selected Good 183 18 1 36 4
b Commander Selected Bad 118 3 (42 hrs) 48 5
Otrers Good 27 1 (3 days) 7 3
- Others Bad 44 45 (5 mins) 6 6
’ San Francisco
r. Commander Selected Good 4 15 (1 day) 20 1
i Cammander Selected Bad 68 S 0.25 23 24
Otriers  Qand S z (2 trs) 36 16
Others Bac 65 2 (2 days) 24 17
‘:. canta Ang
Lommander Selected  Guad 21 1 (S mins) 8 8
Tommander Selected Bad 44 4 05 12 9
. Others  Good 92 2 025 36 13
: Mners  Rad S 6 0% 12 7
:;* Seattle
v Curmander Selected Good 3 2 3 3 1
Commander Selected Bad 2 2 1 2 2
- Uthers  OoGd 12 5 1 30 3
2 Otrers  Bad 115 6 0.25 a8 6
S
,f:- Total
st Commander Selected Good S 2 (S mins) 36 44
. Ccommander Selected Bad 68 4 (4.2 hrs) 48 a8
" Mthers Gond 68 2 {2 hrs) 26 44
N Others Bad 67 45 (S rmins) 48 44
;\
- X A -
Fqure 12 THE TIME On months) THAT THE FEELINGS ABOUT THE EVENT LASTED
:r
<
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~ FIRST LEVEL FACTORS - EVENTS
e
' Frequency Dissat:sfier., No (g No (%) Frequency Satisfiers
:"f 44 (1753) 89 (40 64) Achievement
b [ ]
» 35 (1394) 29 (1324) Recognition for Achievement
N T/
o 29 {1159 62 (2831) Work itself
g C ]

(1 37) Responsibility

b )
- S (! 99)%
‘ {

h.!
.
-
8 219) 1 (594) Growth
-
. i
+

3
1 (0 46) Advancement
3

Total Shpoage 121 (4820 | 197 (89.99) Total Motivators
carpany Pohicy ang Agriamistration S22 (20 72) 3 (137
e Taper A 47 (18 72) & (274)
I
E inter persona ~elations G (359) 7 (32
e
working Conditions 12 (478) 1 (0 46)
i p
" Salary 1 (0 46)
= i
;-, Fersonat L.ie 8 (319 1 {0 46)
~
Statue 2 (w8 3 (137)
.
- iy
. Serurity
o Total Hygiene 130 (51 79) 22 (10 05 Total Slippage
"
“ Sarples not qualifying as evente = 4 N Subjects =123 N Events = 226

Fraure 132 PROFILE OF COMBINED BATTALIONS - TOTAL




SECOND LEVEL FACTORS - ATTITUDES 65
Frequensy Negatioe No (% i No. (%) Frequency Positive
|
25 (13440 | €~ (36.61) Achievement
L ]
18 (9.68) 14 (7.65) Recognition for Achievement
N
14 (7.53) 24 (12.11)  Work Itself
]
3 06D 1 (055) Responsibility
i
Advancement
10 (5.38) 10 (5.46)  Growth
T
Total Ziippage 70 (37.63) 116 (63.39) Total Motivators
Fairness ur unfarness 66 47 .31 5 (273)
) 1
f ‘
“alar,
Stalus 4 (219
N
-
Or st Ferings 0 (338 8 (437)
=y
Prige or Srame 13 1699 50 (2732
([ IR
£l S (269
Cl
Tota) Hygiene 16 (6237 67 (3661) Total Slippage
zamples not qualifying as events = 4 N Subjects = 122 N Events = 226

Figqure 130 PROFILE OF COMBINED BATTALIONS - TOTAL
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FIRST LEVEL FACTORS ~EVENTS

Frequency Dissatisfiers No. (%) No (%) Frequency Satisfiers
21 (16 28) 47 (43.92) Achievement
{ : ]
17 (13.18) 17 (15.89) Recognition for Achievement
£ ]
13 (10 08) 30 (28.04) Work Itself
L. ]
2 (159) [] 2 (1.87)  Responsibility
Advancement
3 (2.33) Ab 5 (467) Growth
Tetal Shopage 86 (43 41) 101 (94.39) Total Motivators
Cornparyy Pohicy and Administration 28 (21.71) 1 (093
7]
Cupemin 25 (19.38) 2 (187)
inter persunal Relations 7 (543 1 (093)
]
Warking Conditions 7 (5.43) 1t (0.93)
Salary
Personal Life 4 (3 1)
O
Stlatus 2 (15%8) o (0.93)
{
Seﬂl)rl'y
Total Hygiene 73 (56 59) 6 {(561) Tota! Slippage

Samples not qualifying as events = 1

Fiqure 14a
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b .

PROFILE OF COMBINED BATTALIONS -
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N Subjects = 62

N Events = 1'S
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i SECOND LEVEL FACTORS - ATTITUDES 67
I
2
: ﬁ Frequency Nenat se No (% NG (%) Freguency Positive
' S 1oy a3 39 (4062) Achievement

N — )

g (968 6 (6.25) Recognition for Achievement

N ———
G
Y 6 (645 13 (13.54) Work Itself
\ " ]
LN
! (.07 Responsibility

- :
L " Agdvancement
: h‘;
. -
IS 7 (753 2 (?20R Growth

S
T
: Tota' Slizpage 34 (36.56) 60 (62.39) Total Motivators
{ K
.. rarress or Lnfatrness 45 {45.39) 4 (417)
. I ]
- o !
Saary
Srat s 4 (417
N -
N ) Eroup Feelings S (5.36) 7 o
! . qn
- Prige nr Srame c (S 38) 26 (27 08)
- L j
L« Selatily 4 (43)
Al
. Total Hvgiene 5S4 (62 44) 36 13751 Tota! Slippage
4 -.‘:'
[ .
$ o Jampies 1ot Quaiifying as events = | N Subjects =62 N Events = 115
Figure 140 PROFILE OF COMBINED BATTALIONS - COMMANDER SELECTED
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FIRST LEVEL FACTORS - EVENTS N
‘
v
Frequency Discaticfiere No (%) No (%) Frequency Satisfiers -
23 (18.85) 42 (37.5) Achievement :
L ] 7
18 (14 75) 12 {10.71) Recognition for Achievement o
16 t1311) 32 (2857) Work ftself »
| | .
3 (246) 1 (089) Responsibility '
! {089 Advancement 4
ERCRY 8 (7.14) Growth d
) 3
Toldt Shippage 65 53.28) g6 (85.71) Total Motivators -
Lumror y P,y and Admanistration 29 (1967) 2 (1.79) ‘1
I Y
Soreenin 22 (18.03) 4 (357) R
— .
[ 3
e e Suhal Fe alihis Z2 (1.64) D 6 (5.36) .
wWorkeng Conditns s tao b
Saar v 1 (089) )
Fersena ite 4 (3.28) 1 (0.89) 3
[P s
Slate 2 (1.79) ‘
] .
‘ad
Nerrit
Total Hygiene 57 (46 72) 16 (1429) Total Slippage .
samptes not qualifying as events = 3 N Subjects =61 N Events = 111 Y
Frjure Sa PROFILE OF COMBINED BATTALIONS - OTHERS ’
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SECOND LEVEL FACTORS - ATTITUDES

Frequency Negatroe No (%) No. (%) Frequency Positive
14 (1505 26 (32.18) Achievement
L |
) (9.68) 8 (919) Recognition for Achievement
3] (8.6) 11 (12.64) Work Itself
M
2 (2.15) T (1.15) Responstbility
Advancement
3 (3.23) 8 (9.19) Growth
L
Total Siippage 3¢ (38.71) 56 (64.37) Total Motivators
Farrniess or Unfairness 42 (46 24) ISR )]
L ]
Sata,
Grour Feeings 5 (5.38) 6 (69)
Pride or Shame 8 (8.6) 24 (27 59)
I : 3
Jeurity ! (1.07)
{

Total Hvgiene 57  (6129) 31 (35.63) Total Slippage

sarnpies not qualifying as events = 3

< ee tCe
T i

CTOFICE OF COMBINED BATTALIONS -

N Subjects =61

OTHERS

N Events = 111

69




o FIRST LEVEL FACTORS - EVENTS 70
‘ Frequency Miggatieliars No. (%) Ne o (%) Frequency Sattsfers
:'_. 1 (14.29) 3 (37.5)  Achievement
L ]
! 1 (12.5)  Recognition for Achievement
s ]
2 (2857) 4 (S0 work Itself
! : ]
- + Responsibility
s
I.\
Advancement
Pl
1 (14.29) Growth

. Total Slippage 4 (57.14) 8 (100) Total Motivators

Company Pohcy and Administration 1 (14.29)
. —]
o Sypervision
E Interpe: sonal Relations 2 (2857)
2 {

wo-ing Conditions
.‘I"- Salary
E Personai Life
'
Statue )
v L
. Secyrity #

A
1

Total Hygiene 3 (42.86) 0 (O Total Slippage )
&
E,. Samples rot qualifying as events = 0 N Subjects = 4 N Events = 8
S

Figure 16a PROFILE OF PHOENIX BATTALION -  COMMANDER SELECTED
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. SECOND LEVEL FACTORS - ATTITUDES
v
-
i Frequency Negative No %) No. (%) Frequency Positive
o 1 (1667) 3 (375)  Achievement
' [ : . ]
Recognition for Achievement
) 1 (125)  Work Itself
: —
Responsibility

g
’ Advancement
N
2 Growth

Tota! 3lippage i (16.67) 4 (50) Total Motivators
.
be Fairness or Unfairness 4 (bAH7)
s !
! Sala,

Slatye
N

Group Feehings
Drige or Shame 1 (16£67) 4 (50)
: [ ‘ 3
~
R Security
I
. Total Hygiene 5 (8333) 4 (50) Total Stippage
lm
g Sampies rot qualifying as events = 0 N Subjects =4 N Events = 8
”‘4

Frqure 1Ab PROFILE OF PHOENIX BATTALION -~ COMMANDER SELECTED
("
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, FIRST LEVEL FACTORS - EVENTS
rj_:
e,
i Frequenty Digsatishiers, N (% Mo o (%) Frequency Satisfiers
o 1 (100)  Achievement
L:_ j
) Recognition for Achievement
-+
PFa
. 1 (801 Work Itseif
;;‘: C
Responsibility
-
o
Advancement

P
W
°.5 Growth
-
T

Totai Jiipoage 1 (50) 1 (100} Total Motivators
. Cornpany Folicy ang Adraimstration 1 (50)
, L
b,
; Supervisior
B interpersonal Relations

working Conditions
..*{ Salary
F_‘ Persornal Life
v Slatuy
r.
A

Security
e
f,_
Total Hygiene 1 (50) 0 (0) Total Slippage
'l
h
;‘_:: samples not qualifying as events = 0 N Subjects = 1 N Fvents = 2
3¢
“~

Figure 17a PROFILE OF PHOENIX BATTALION - O7THERS
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5 SECOND LEVEL FACTORS - ATTITUDES 73
Kl
h Frequency Negative No. (%) No. (%) Frequency Positive
d
: - Achievement
b b
p
1
Recognition for Achievement
r
work Itself
) Responsibility
~
” Advancement
w 1 (50) Growth
J
'-
i
Total Shepage 0 () 1 (50) Total Motivators
re'
K
.. Fairness or Unfairness 1 €100)
. !
l Salary
- Statu:
v‘,:
i’.
Sroup Feeihings
Prige or Shame 1 (50
. ]
::‘ Setur ity
e}
o
. Tntal Hvgiene 10100} 1 (50) Total Slippage
i
g Samples not qualifying as events = 0 N Subjects = i N Events =2
Fiqure 170 PROFILE OF PHOENIX BATTALION - O7THERS
N
4

Cu o
«




‘*v'r-r-r'vv-'"

g
e 74
. FIRST LEvEL FAZTORS ~EVENT -
I h..'
s
oo
‘ ' Erpquenc - Higearcfors N» (% : N (%) Frequency Satisfiers
i
!
[ 4 ! 10 (a5 4% Achievement
;C:- f T 1
]
) 4 205 4 (18 18) Recogmition for Achievement
. l | !
-. !7
1
RENRIVY i S (22737 wor Itself
F} S B
.‘.- I
| Responsibiiity
F !
- . AQVanTemen?
|
:;-; |
L 2 (209) Growth
—
¢ —
L i
L —+
Toial Tlhcoage T 21 (95 .45} Total Motivators
1 i
." |
LOiNDahy Vol and Adfiestia ot S (i)
|
- —
t:- Corer acine S 2%
I tter pecsonal Teial ony Y
i Arhn e ot 1 (455
r'_" - ’:
e B M i
- ]
I
L Y
- ]
Slatus ‘
. |
l-" I
s
Serrity ,
) Totar Hugiene 1o (5 1 (459 Tota! Shppage
la i
- Zampies not quanlying as events = 0 N Subtects = 10 N Events = 16
».
Sipure %3 DROFLLE OF SACPAMENTO EATTALION - COMMANDER SELECTED
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) SECOND LEVEL FALTORS - ATTITUDES
(Y
‘zj-'
~ Broquen v Neqat e Ne (%) ! Ny (%) Frequency Positive
] ;
|
- SV S (31.25) Achievement
[-j'. L i _
: b
ooz | 4 (25 Recognition for Achievemerit
! L B l
t- .
3 (16.75) Work Itself
MES 1
S
B Responsibility
[ |
‘o |
- | Agvancement
. i
- A :
s o5 3e 1 (625) Growth
1
[
‘ Tots Ihooae T (5389 13 (81.25) Total Motivators
.
. Farness o Unfairness ¢ (3615,
b ~
i
Tlatus | 116 25)
v
) v aup Feshings
- |
- Lrigs or Shame i 2 1125
: |
! Lelurily
L |
.A\ — %
. Total Hvqiene A (46 19) 3 (18 75) Total Shippage
ta
¥
SAncies not Qualitying as events = U N Subrects = 10 N Events = 19
5%
Foagre Vb BROFILE OF SACRAMENTO BATTALION - COWMMANDER SELECTED
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FIRST LEVEL FALTORS - EVENTS

Frequeniv Disgatichierc No %) Noo %) Frequency Satisfiers
A~ (27 2T 7 (25, Achievement
L )
Ior4ee Recogmition for Achievement
™
—
\ -
ST & (30 work Itself
r 7
L 4
!
|
, to(s Responsibility
F
! Agvancement
1
!
!
P48 | 4 2, Growth

|
T
Tetdl laloass 3 5909 i 1§ (30) Total Motivators
ﬁi
Lorenane Falin, ang admaractration 4 (1818
Tuern I U369 1
[
nLerper sonal Feiations i (48%)
A
4
somnng Tonditiang
1 1455
Lalary {
Fersina Lilk - LIt-Y
Llatug
SEOhrity
Total Hygiene 8 14091) 2 (10) Tota! Slippage

larples not qualifying as events = 0

N Subjects = 11

Frqpire 193 PROFIE OF SACRAMENTO BATTALION - O7THERS

N Events = 21
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SECOND LEVEL FACTORS - ATTITUDES

Freaiency Negative N g No ) Frequency Pesitive
VA ’l 7 (50 Achievement
L 1 ]
I
!
Recognition for Achievement
t
}
! - i -~ 1
; W& 26 2 Lid.29)  work itself

Fesponsibility

i

!

i

| Advancement

|

1 1 (714 Greowth

|

‘

i

+—
Totai thepags & (31583) } 10 (71 43) Total Motivators
- {
Farnesz or grfarnesy A W 315A1 |
< |:)|'
Thatus
BrILD Teenngs 3OS

| ama——
- 1
Prige or Sname a 2108 | 4 12857
1

DEurit,
Total Hvgene 13 (6B a4z 4 (28'57) Total Slippage

Sarmpies not quailtying as events = 0

Brgure 190 PPOFIE OF SACRAMENTO - OTHELS

N Subjects = 11

N Events = 21
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“ FIRST LEVEL FACTORS - EVENTS 8
\":-

. Froaquenty Dngeahcfere Ne (%] Ne o (%) Frequency Sattsfers

3 1 (7 14) 3 (42.86) Achievement

g L i

n 2 (14.29) | Recognition for Achievement

i f -

.- 1 (14.29)  Work Itself

b

u

1 (14.29) Responsibility

I
I

.

Advancement

oo
TN
P
v

- 1 (14.29) Growth

— |

Totai Shippage 3 (2143 6 (85.71) Total Motivators
=~

Compary Policy and Administration S (35.71) 1 (14.29)
- -
. , -
o LUBET VI 4 (2857)

L

n interpersona Relations 1 (7 14)

working Conditions
-
)]

1 Salarv
. 1 (7.14)

y‘? Fersoral Life
" Slatus
b

Serurity
‘.
L
o Total Hyqiene 11 (7857) 1 (14.29) Total Slippage
s
,p Samples not qualifying as events = 0 N Subjects =6 N Events = 12
o
. Figure 202 PROFILE OF SALT LAKE CITY BATTALION - COMMANDER SELECTED
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SECOND LEVEL FACTORS ~ ATTITUDES

Frequency Negatve Na (%) No. (%) Frequency Positive
2 (33.33)  Achievement
]
Recognition for Achievement
2 667 Work Itself
Responsibifity
Advancement
1 (8.33) Growth
]
Tsta Shocage 3 (29) 2 (33.33) Total Motivators
Fairness gr Urfairness 6 (50! 2 (33 33)
( ]
Salar,
Slatue
Group Feelings 72 (1667) 1 (16 67)
L )
Prige or Shame 1 (1667)
“ecuritly 1 (833)
]
Total Hvgiene 9 (75) 4 (66 67) Total Slippage
Sampies not qualifying as events = 0 N Subjects =6 N Events =5

Figure 20t PROFILE OF SALT LAKE CITY BATTALION - COMMAMDER SELECTED
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FiesT LEVEL FACTORS - EVENTS

Frayenc, [hecatiefiors N~ AN No % Frequency Satisfiers
i
1 tin 3 (375,  Achievement
1 ]
(10 1 (12.5)  Recognition for Achievement
——
L ! % 2m .
Zotal | 3 (375) Work Itseif
[ T ]
L
i Respansibility
[
Advancement
Growth
Tzl Throags RN 7 (ST 5) Total Motivators
j
4
. - . - \ ]
LUTDAT . ly aRd RTINSt alich 2 S0 i
L ]
-
Cunero Do
e Ler SO0 e atinns 11125
“hmy Tardeare LRSI
—
1
A ana
RSN L tE
lat s
Serrt
!
Total Hygiene 6 (60 i 128 Total Slippage
|
{

Lavpies fol quaiifying as events = G N Subjects =S

Figire Zta DROFILE OF CALT LAVE (1TY BATTALION - O7HEDS

X

N Events = G
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SECOND LEvEL FACTORS - aTTITUDE S

Frequenty Negative No (%) | NG (R Frequency Pasitive
1 (10 | 2 (33331 Achievement
] j
1
LIRA ko | Recognition for Achievement
i
2z i work itseif
1
-
!
| Responsibility
' Advancement
i
|
!
! 1 (1 €7 Grow'h
j .
Tota Zhiopage 4 4o % 3 (S0) Total Motivators
|
;
i
!
- . i
Farneas ur Unfarness 5 {80
|
o |
iy |
!
i
i
i
|
Tlall ,
!
I
- | ..
SriulFesanss 1 (667
ree
-
|
Dieeqe or Snare oo 2 (3377
r ]
:Jf Lty
Tetal Hygene b E0) 3 (50 Tota! Slippage
i

LArDIES Mot QuaiityIng as events =

N Subrects =5

N Events =g

Frasre 200 DROFWE OF 2ALT LAKE CITY BATTALION - O7THFQS
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e
- FIRAT LEVEL FACTORS -EVENTS
B ’n Frequentv Dissatichierc Nn (o) { No (%) Frequency Sati=fierc
I
|
5 (137G 20 (51.26) Achievement
S | ]

' g (1379 S {1282) Recognition for Achieverment

>
70200 10 (2564) Work Itself
Bt C ]
Lo |
17 1 (256}  Responsibility
ford
";:
) ! Advancement
- (
v !
- o (3 45) l 1 (256)  Growth
o T
Tita Iiorsge 26 144.83) 37 (94.87) Total Motivators
[ (

Cothpan,y Fobov ang Adrmurastration 12 (20.69]

e
e Topee i 10 (17 24y | 1 (256)
. interpersonal Relations z (345)
‘ wWorking Conditiang £ 11034
;-— - .
- Laaty
‘5_1 Pergonal Lfe 1 (172 d
Slanls T {1.723 d_’] I {2.56)
r": !
;-P_v'uh? v ’
& |
. |
- 1
: Toral Hymene TOOEE T i LR
"L N

o LANILIES NGE QUA’ ¢ iNg A3 EvenlS v NSl -
\"r
L]
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SECOND LEVEL FACTORS - ATTITUDES 83

|
[ Frequency Neqgative No (%) No. (%) Frequency Positive
|
» S (1) 19 (46.72) Achievement
E.( . J
o
6 (1333 1 (256)  Recognition for Achievement
! G
3 6.67) 5 (12.82) Work (tseif
@ I —
! (2.22) Responsibility
[
&
o
. Advancement
%
4 (8.29) 1 (256)  Growth
RGN
>
s\
-~
Tota! Slippage 19 (4229) 26 (66.67) Total Motivators
) Farness or Unfairness 15 140) 1 (2.56)
I lr
i
Salar,
Slatye 2 (5.13)
; -
<
N Group feelings 3 (667
]
ﬁ Prige or Shame 4 {6.89) 10 (25.64)
El SRCUrity 1 (222)
| :
E Total Hygiene 26 (S778) 13 (33.33) Total Slippage
E_ 3amples not quahifying as events = Q N Subjects =25 N Events = 48
" Frqure 220 PROFILE OF SAN FRANCISCO BATTALION - COMMAMPER SELECTED
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FIRST LEVEL FACTORS ~EVENTS 84

Frequency Dissatisfiers No (% No (R) Frequency Satisfiers
9 (16.36) 15 (38.46) Achievement
O J
11 (20) S (12.82)  Recognition for Achievement
| S J
3 (545) 12 (30.77) Work Itself
‘ ]
2 (364 Responsibility
Advancement
3 (545) 2 (5.13) Growth

L

Total Siippage 26 (5091) 34 (87.18) Total Motivators

Cornpany Poncy and Adrmamstration 10 (18.18)

C—1]
Supervigion 12 (21.82) 1 (2.56)
—

Interoersonai Relations 2 513

]
Warking Zenditions 3 (5.45)
Salary 1 (256)

)
Personal Life 2 (364)
Slalug 1 (2.56)

]
Serurity
Total Hygiene 27 (49.09) 5 (12.82) Tota! Slippage

Samples not qualifying as events = 2 N Subjects =24 N Events = 43

Fiqure 232 PROFILE OF SAN FRANCISCO BATTALION - OTHERS
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SECOND LEVEL FACTORS - ATTITUDES 8
Frequency Negative No %) No. (%) Frequency Positive
. 4 (10 9 {31.03) Achievement
4 Lo J
6 (19 4 (13.79) Recognition for Achievement
& 0 ]
379 4 (13.79) Work itself
’y
] {2.5) 1 {3.45) Responsibility
£
Advancement
,‘!
_l
v 3 (75) Ef 1 (3.45) Growth
‘ Total Shippage 17 (@5 19 (6552) Total Motivators
Y
y Fairness or Unfairness 19 (475)
' L
Saiary
! Status
K)
)
' 6roup Feehings 1 (25 1 (3.45)
. ax
N Pride or Shame I 9 (31.03)
K. Security
.
, Total Hygiene 23 (579) 10 (34.48) Total Slippage
- Samples not qualifying as events = 2 N Subjects = 24 N Events = 43
Figure 23b. PROFILE OF SAN FRANCISCO BATTALION - OTHERS
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FIRST LEVEL FACTORS - EVENTS

Frequency Discaticfiers No (R No (%) Frequency Satisfiers
6 (23.06) 10 (35.71)  Achievement
L ]
2 (7.69 6 (21.43) Recognition for Achievement
L )
2 (769 10 (35.71)  Work ltself
L }
1 (385) Responsibility

Advancement

Growth

Total Siippage 11 423N 26 (92.86) Total Motivators
Companv Policy and Admanistration 6 (23.08)
Supemagian 6 (23.08) 1 (357
Interpersonal Relations 1 (3.85) 1 (3.57)
d
warking Conditiang 1 (38S)
Saiary
Fersanal Lile 1@ SS)d
Status
decurity
Total Hvqiene 15 (57.69) 2 (714) Total Slippage

Samples not qualifying as events = |

N Subjects = 15

N Events = 25

Figure 243  PROFILE OF SANTA ANA BATTALION - COPPAMDER SELECTED
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87
k: SECOND LEVEL FACTORS - ATTITUDES
Frequency Negative No (R) No. (%) frequency Positive
b 1 (7.14) 9 (37.5)  Achievement
A — )
1 (7.14) 1 (4.17)  Recognition for Achievement
N 1 {7.14) 4 (16.67) Work Itself
Responsibility
; ]
Advancement
Xy
at
Growth
9
Totai Siippage 3 (21.43) 14 (58.33) Total Motivators
‘.,\ Fairness or Unfairness 10 (71 43) 1 (4.17)
18 L '
Salary
’ Status
Y
Grcur Feelings 1 (4.17)
Pride or Shame F 8 (3333)
g Security 1 (7.14)
]
K Total Hygiene 1 (7857) 10 (41.67) Total Slippage
¥ Samples not qualifying as events = 1 N Subjects = 15 N Events = 25

Figure 24b PROFILE OF SANTA ANA BATTALION - COPPANDER SELECTED
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FIRST LEVEL FACTORS - EVENTS

88

Frequency Dissatisfiere Ne (%) No (%) Frequency Satisfiers
5 (29.41) 12 (35.29) Achievement
L ]
2 (11.76) S (14.71) Recognition for Achievement
L ]
2 (1765 10 (29.41) work Itself
i . J
Responsibility
1 (2.94) Advancement
]
1 (588) 1 294) Growth
15
Total Slippage 11 (64.71) 29 (85.29 Total Motivators
Company Fobicy ang Adrmimstration 4 (23.53) 1 (2.94)
|
Cupervigion 1 (5.88) 1 (294)
3
Interper sonal Relations 1 (5.88) 3 (882)
warking Conditiong
Saiary
Persoral Life
Status
Serurity
Total Hygiene 6 (35.29) S (1471) Total Slippage

Samples not qualifying as events = 0 N Subjects = |

Figure 253 PROFILE OF SANTA ANA BATTALION - O7THRS
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E SECOND LEVEL FACTORS - ATTITUDES -:
;

| ' Frequency Negative No (%) No. (%) Frequency Positive
B 2 (1333) 8 (2667) Achievement 3
o "o i
| J X
$
P 2 (1333 4 (13.33) Recognition for Achievement ’
[ AR J .
- 2 (13.33) 4 (13.33)  Work itself ¢
1o = ] ;
1 6.67) Responsibility i
i-" o )

)
Advancement )
Wy

¢

3 (10) Growth

. - .
o \J
-, !

t

\

Total Slippage 7  (46.67) 19 (63.33) Total Motivators

LTl A\

o Fairness or Unfairness 7 (46.67) 1 (3.33) "
(F, -

‘ d

Salary .

B )

+

' Status v

€ ¢

Oy :

Croup Feelings 3 (10) .

Pride or Shame 7 (23 33) 4

B ¢

. Security 1 (667) -
"Rl :

o
J
o Total Hygene 8 (5333) 1 (36.67) Total Slippage ]

3

‘ Samples not qualifying as events = 1 N Subjects = 14 N Events = 25 1

" 4

)

Figure 25b  PROFILE OF SANTA ANA BATTALION ~ o7H£RS )
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FIRST LEVEL FACTORS - EVENTS 90
Frequency Dissatisfierc No (%) No (%) Frequency Satisfiers
1 (25) 1 (33.33) Achievement
N ]
1 (25) 1 (33.33) Recognition for Achievement
Work itself
Responsibility
Advancement F
1 (33.32) Growth
1
Tota! Slippage 2 (50) 3 (100) Total Motivators
Compariy Pohcy and Agrimstration 1 (2S)
C— — 1
Supervision
interpersonal Relations
Wworking Conditions
Salary
Personal Life
Status 1 (25)
I
Security
Total Hygiene 2 (50) G Total Slippage
Sampies not qualifying as events = 0 N Subjects = 2 N Events = 3
Fiqure 262 PROFILE OF SEATTLE BATTALION - COMANDER SELECTED
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SECOND LEVEL FACTORS - ATTITUDES

- =R

Frequency Negative No. (R) No. (R) Frequency Positive
o 1 (33.33) 1 (33.33)  Achievement
P Recognition for Achievement
- work (tself
>
Responsibility
i
Advancement
@ Growth
.
Total Slippage 1 (33.33) 1 (33.33) Tota! Motivators
4 Fairness or Unfairness 1 (3333)
R C
g Yalary
Status 1 (33.33)
Group Feelings
&
: Pride or Shame 1 (33.33)
.. ? Ry 3 PR ' ]
&
Security v (33.33)
. —
2
ﬁ Total Hygiene 2 (66.67) 2 (66.67) Total Slippage
?’j Samples not qualifying as events = 0 N Subjects =2 N Events =3
¢
Figure 26b. PROFILE OF SEATTLE BATTALION - COMMAMNER SELECTED
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FIRST LEVEL FACTORS - EVENTS

&=

i Frequency Dissatisfiers No. (%) No (%) Frequency Satisfiers
E‘ 2 (125) 4 (40) Achievement
] — ]
3 (18.75) 1 (10) Recognition for Achievement
g T
2 (125) 1 (10) Work Itself

|
I

1 (6.25) Responsibility

=3

Advancement

'sgs ’
—

(10) Growth

lj,_'(;

Tota! Slippage 5 (50) 7 (70) Total Motivators
g Company Pohicy and Admimstration 2 (12.5) 1 (10)
I
@ Supermigion 4 (2%) 1 (10)
L 1
u Inter per sonal Relations
Warkmng Conditione
@ Saiary
E. Personal Life 2.(125)
15 '_—_T
. “tatus ‘ 1 (10)
E; r 1
Serurity
@ Totail Hygiene 8 {50) 3 (30) Tota! Slippage T
g Samples not qualifying as events = 0 N Subjects =6 N Events = 11

Figure 273 PROFILE OF SEATTLE BATTALION - O7#RS
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SECOND LEVEL FACTORS - ATTITUDES

93

Frequency Negative No (%) No. (%) Frequency Positive
2 (29) 2 (33.33)  Achievement
L ' ]
Recognition for Achievement
1 (16.67) Work itself
1
Responsibility
Advancement
1 (16 €7) Growth
1]
Totai Slippage 2 (29 4 (66.67) Total Motivators
Farness or Unfairness 5 (625
{
Salary
Status
Group reelings (125 1 (16.67)
{ ]
Brige or Shame 1 (1667
wecurily
Total Hvgiene 6 (79) 2 (33.33) Total Slippage ‘

3amples not qualifying as events = 0

Figure 27t PROFILE OF SEATTLE BATTALION - O7HERS
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94
COMPARISON OF MOTIVATION - HYGIENE DYNAMICS

All factors contributing All factors contributing

te job dissatisfaction to job satisfaction

69 % Hygiene 19 %
1% {0 Motivators 81 %
; 12 Investigations, Herzberg
"THE MANAGERIAL CHOICE,” p. 59
N
Dissaticfaction Satisfaction
57 % Hygiene 6 %
4z Motivators 94 %
. COMBINED - COMMANDER SELECTED
i |
» Dissatisfaction Satisfaction
4 47 % Hygiene 1 14%
53R e _ S Motivators 86 %
COMBINED - Q7HERS
Dissatisfaction Satisfaction
co % Hygiene 10 %
48 % Motivators 90 %
. TOTAL
9
)

Figure 28 COMPARISON OF TOTALS
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E COMPARISON OF MOTIVATION - HYGIENE DYNAMICS
i Dissatisfaction Satisfaction
’ S7 % Hygien | 6%
2 a3 % | el Motivators 94 R
E? COMBINED
Dissatisfaction Satisfaction
B S Hygiene 0%
57 % col T Motivators 100 %
L PHOENIY
Dissatisfaction Satisfaction
§ 50 4 Hyqene [ ] S %
! 50 % [ sel Motivators 95 R
@ SACRAMENTO
Dissatisfaction Satisfaction
. 79 % Hygiene 114 %
E;' 21 % ‘{ Motivators 86 %
] SALT LAKE CITY
ﬁ Dissatisfaction Satisfaction
55 % Hygiene 5 %
[j 4B % | Motivators 9 %
SAN FRANCISCO
Dissatisfaction Satisfaction
! 2 9 Hygiene || 7 %
. 42 % 1 | ‘v o Motivators 93 %
@: SANTA ANA
Dissatisfaction Satisfaction
0 ) 50 % Hygiene 0%
) 50 % Motivators 100 %
v SEATTLE

.
<
~ %

———
T
LR
“e a

COMPARISON OF  COMPIANDER SELECTED

Figure 20
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:: COMPARISON OF MOTIVATION - HYGIENE DYNAMICS
i Dissatisfaction Satisfaction
47 % Hygiene | "1 14%
_ S3K f Motivators 86 %
EI COMBINED
Dissatisfaction Satisfaction
E. 50 % Hygiene 0%
) 50 & : o Motivators 100 8
t- PHOEN!X
Dissatisfaction Satisfaction
E: 41 % | Hygiene [ | 10%
] SG% | - Motivators 30 %
E,B‘ SACRAMENTO
Discatisfaction Satisfaction
- 69 % Hygiene 4 125 %
{: ang b Motivators 875 %

SALT LAKE CITY

ﬁi Dissatisifaction Satisfaction
49 3 Hygiene [ .] 13 %

F-'. S1 % . 4_::'_ f:'.j -'._ Motivators 87 %
¥ SAN FRANCISCO

E Dissatisfaction ' Satisfaction

g 35 % | Hygene 15 %

. 65 % : Motivators 85 R

E;’ SANTA ANA

Dissatisfaction Satisfaction

E 50 % Hygiene | 1 30 %

) 08 | - | Motivators 70 %

SEATTLE
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Ma jor Principlesa
of the Motivation-Hygiene Theory
(Herzberg, 1978)

= 55

*Satisfaction and dissatisfaction are not opposite feeling states

*The experience of satisfaction 1s qualitatively different from the
experience of relief from dissatisfaction. Eliminating the causes of an
individual's dissatisfaction does not produce satisfaction because it is
determined by different factors.

*The opposite of satisfaction is no satisfaction.

*The opposite of dissatisfaction 1s no dissatisfaction.

*There is no neutral point within or between each contiuum.

*There 1s no overall concept that combines the two feeling states

o

Bxgjgng Principles

*The underlying dynamic of dissatisfaction is pain avoidance

*The sources of relief from pain are found outside the individual. These
sources are called hygiene factors because they serve to prevent
dissatisfaction.

¥*The hygiene factors are based on the needs of man the animal.

*The hygiene needs parallel the primary drives--those that are
preprogrammed at birth as automatic life-preserving processes.

*Relief of hygiene needs is short-term and cyclical, returning to physical
or paychological zero-states. The zero-point of pain escalates as an
individual's expectations rise.

*The activities an individual engages in because of hygiene needs are
activities that he 1s made to engage in and lead to movement on his part.

o W S

Motivation Principles
l *The underlying dynamic of satisfaction is individual psychological
growth.
*Satisfaction is caused by the richness of the ingredients in the activities
[,,'-: the individual performs. Psychological growth is nourished by intrinsic
) factors called motivators; they lead to performance in activities that the
individual personally wants to engage in.
E., *The motivator needs are based on the potential drives of man residing in
N the higher brain lewvels.

*Instilling the desire to engage 1n excelling performance 1s called the
» motivating process
E_‘ *The motivator needs are long-term and are not cyclical. They are
limited in sources because they must be created; they do not occur

. naturally, as hygiene pain does.
EE] *The ingredients of activities that the individual pursues for psychological
growth--to fulfill his motivator needs--lead not to movement but
-E motivation.
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