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SECTION I - EXECUTIVE SUMMARY

I. INTRODUCTION

In a zero-draft environment, the armed forces no longer have a guaranteed
source of qualified personnel. Like other employers, the Navy must compete
with the other military services and the general labor market to obtain
necessary manpower. In preparing to adapt to this environment, the Navy has
expanded its Career Counseling Program for enlisted persénnel. This program
is designed to assist in meeting Navy manpower needs by stimulating personnel
interest in career motivation. Special emphasis is placed on the reenlistment

of qualified personnel.

This report documents results of a survey designed to explore the impact of the
Navy Career Counseling Program on reenlistment intent and personnel satisfac-
tion. The survey is part of a large System Development Corxporation (SDC)
research effort involving experimentation with different career counseling
concepts, strategies, and techniques. It provides baseline data relative to
the actual delivery of counseling services, as specified by the Bureau of Naval
Personnel (BUPERS Instruction 1040.3). The survey also yields evidence con-
cerning job satisfaction, work environment, attitudes toward the Navy, unit
organizational effectiveness, perceived climate of the Navy as a social
institution, and the influence of family on reenlistment. Demographic data
comparable to that routinely obtained in the Navy Personnel Surveys were also

obtained to permit comparisons with findings reported by other investigators.

1I. CONCLUSIONS AND RECOMMENDATIONS

Conclusions and recommendations presented here were made on the basis of results
obtained from the survey of 1,711 Navy personnel serving their first or second
terms of enlistment at 18 ship and shore locations. Recently reenlisted second-

term personnel were sampled for comparison purposes.
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It was concluded that:

The influence of the Career Counseling Program on reenlistment
intent was found to be positive for selected target populations.
Those who were favorably inclined or undecided about reenlistment,
tended to be positive about the program. Those who indicated that
they did not intend to reenlist, tended to have unfavorable atti-

tudes toward the program.

The influence of the Career Counseling Program on personnel satis-

faction was found to be relatively weak, given the current emphasis
on making career information available. Navymen surveyed requested
that the program be augmented to satisfy other concerns of enlisted

personnel and to better match Navy needs with individual needs.

The organizational environment within which the Career Counseling
Program functions was found to influence the effectiveness of the

program at the unit level.

For Navymen who perceived the social climate of the Navy to be
favorable, reenlistment intent was higher than for Navymen who
perceived the climate to be unfavorable. Also, for personnel who
perceived that the Navy valued the individual Navyman and was
genuinely concerned about his well-being, reenlistment intent

was higher.

Navymen who expressed high job satisfaction were also more likely

to intend to reenlist.

Demographic variables influenced the frequency with which intent
to reenlist was expressed. Blacks and Malayans were more likely
to intend to reenlist than were whites; married men, more likely
than single men. The higher the paygrade, the more frequently

the Navyman indicated that he intended to reenlist. Size of the
community in which the Navyman grew up was not related to reenlist-
ment intent. Survey data was inconclusive about the effects of

other demographic variables.

1-2
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It was recommended that:

°® The Career Counseling Program, including counselor training, should
be modified to make greater use of group counseling, programmed
instruction, automated recordkeeping, and the mass media to assist
the Navy in improving personnel satisfaction and increasing the

reenlistment rate of qualified personnel.

° Target populations favorable toward the Navy and receptive to
reenlistment should be identified, and a strategy for contact of
these populations developed as part of the Career Counseling

Program.

® Recognizing that sweeping people-oriented changes are currently
underway, the Navy Career Counseling Program should work hand-in-
glove with its' command structure to augment the repertoire of
practical techniques for improving organizational effectiveness,
and for creating a more favorable social envelope within which

the individual Navyman can live and woxk.

III. SUMMARY OF RESULTS

Results on the basis of which the above conclusions were drawn are summarized

in the following paragraphs.

A, CAREER COUNSELING

The Navy has expanded its Career Counseling Program and established seven
objectives to guide development and implementation of the program. These

objectives, together with findings, are as follows:

(1) To increase in-service retention rate. Those who intend to

reenlist, or who are undecided about reenlisting, believe that
the program has been of more benefit to them than do those who

do not intend to reenlist. In addition, only 15 percent of those
surveyed believe that the most important purpose of the program

is to assist in the retention of qualified Navymen.

1-3
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(2)

(3)

(4)

(5)

(6)

To deliver information. Career information is not reaching all

individuals for whom it is intended with equal effectiveness.
About 40 percent failed to recall ever having been interviewed
by a career counselor. And only a little over 3 percent of the
married Navymen reported that their wives had ever been included

in an interview with their career counselor.

To establish a communication channel. Information about career

opportunities is made easily available, and career counselors are
believed to be well informed about Navy policy and program changes.
Also, the Career Counseling Program is considered by four out of
five of the enlisted personnel surveyed to be of at least some

value to the Navy.

To provide career guidance. Navyman want more individualized

career guidance. Almost half of those surveyed reported that
they never talked with their counselors about their careers

except during formal interviews.

To create good will. Only 12 percent or fewer of those surveyed

report that they had received assistance with personal problems
from their counselors. Also, greater insight into problem areas
needing improvement at the command level could be gained if
counselor contact with enlisted personnel were more frequent.
For example, four out of five individuals surveyed reported that
group discussions to consider sailors' grievances were seldom,

if ever, held.

To encourage Naval Reserve programs. Among those who have dis-

cussed the Naval Reserve program with their friends, about one
in four have a positive attitude toward the Reserves. Three out
of ten would at least consider joining the Reserves when their

active term of duty is over.

1-4
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(7) To create Naval ambassadors in the civilian community. Over half

of those surveyed would point out pros and cons, if a young person
asked their opinion about joining the Navy. However, less than
4 percent would encourage him, while more than 33 percent would

discourage him from joining the Navy.

On the basis of findings of this research, it appears that the mere provision
of accurate information about careers is not sufficient to satisfy the career
counseling needs of Navy enlisted personnel. The acquisition of knowledge about
careers seemed more related to experience than to reenlistment intent. Most
enlisted personnel surveyed judged that the information dissemination aspects

of career counseling had little or no impact on their intent to reenlist.

While recognizing the necessity to provide accurate information about careers,
we found that over 65 percent of those surveyed stated that the Career Counsel-
ing Program should be expanded to include anything and everything of concern

to the individual Navyman.

B. IMPACT OF CAREER COUNSELING ON REENLISTMENT INTENT

A little over 5 percent of the Navy enlisted personnel who were surveyed stated
that they intend to reenlist when their present term is up. Three times as
many were undecided, and almost 80 percent responded no. When intent to
reenlist is taken into consideration, the Career Counseling Program is judged
to have a generally positive influence on reenlistment by the yes and undecided
groups, and a generally negative influence by the no group. Of this latter
group, 18 percent consistently felt that the career counselor was trying to
"gell" individuals on reenlisting. The yes and undecided groups, who appeared
not to feel as pressured in this way, also believed that their recruiters pro-
vided more accurate information about the Navy than did the no group. Those
who responded yes or are undecided about reenlisting like being in the Navy

more than the no group.
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C. IMPACT OF ENVIRONMENT ON REENLISTMENT INTENT

Improving the climate of the work setting, guaranteeing choice of job assign-
ment, duty unit and location, and providing monetary incentives are judged to
have high impact on reenlistment intent. The Navy has programs for increasing

job satisfaction in all these areas.

The Career Counseling Program needs to be expanded to make enlisted personnel
aware of Navy career motivation and retention policies and opportunities.
Becoming more specific, survey data shows that the following attitudes are

related to reenlistment intent.

) Concern for the individual. Those who intend to reenlist feel

that their officers care about the career progress of each
individual Navyman. They also feel that the Navy is interested
in them as individual human beings more than those who do not

intend to reenlist.

] Respect for personal worth. Those who intend to reenlist feel

that Navy treats them as persons worthy of respect more than

those who do not intend to reenlist.

° Wise use of Navymen's talents. Those who intend to reenlist

find their jobs more interesting and feel that the Navy is
making good use of their shipmates talents more than those

who do not intend to reenlist.

° Improved fit between the individual Navyman and his job assignment.

First-termers who intend to reenlist feel more satisfied about
their job classifications and assignment than those who do not

intend to reenlist.

[ Consideration of Navyman's preference concerning where he will

serve. Those who intend to reenlist feel more satisfied about
the locations to which they have been assigned than those who do
not intend to reenlist. Also, use of the Duty Preference Card

should be explained and encouraged.

1-6
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The Navy, as a social institution, differs from many other institutions within
the larger society--the American culture--from which most of its members are
drawn. Some differences can be changed. But others--societal differences
that result from the fact that the Navy has a mission to be accomplished on
the high seas--cannot. However, addressing only those differences where change
appears possible, certain adjustménts can be made to improve the job satisfac-
tion of Navy personnel. For example, working conditions and leadership style
need to be made more comparable with the expectations of gualified enlisted
personnel if the retention rate of these personnel is to be improved. Where
change is not possible, an honest presentation of all facets of Navy life to
prospective enlistees may make their expectations more realistic, increase the
number who chose a Navy career, and thus increase the reenlistment rate for

the Navy.

D. ADDITIONAL CONSIDERATIONS

Target populations receptive to reenlistment appear to exist. Some of the

factors which tend to affect the probability of reenlistment are:

® Pay Grade. The higher the pay grade, the more likely the first-

termer was to intend to reenlist.

[} Race. Blacks and Malayans are more likely to intend to reenlist,
and whites less likely, when compared against percentages contained

within the total sample.

° Marital Status. Married Navymen are more likely to intend to

reenlist than are individuals who have never been married.

® Extension Status. Those who have extended their first term tend

to feel more dissatisfied and have a less favorable attitude
toward the Navy than do second-termers, even though both groups

have served comparable lengths of time in the Navy.

1-7
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Further investigation of these and similar factors is required to determine
their exact influence on reenlistment in a zero draft environment. For example,
the longer into the first term, the poorer the enlisted man's attitudes toward
Navy life. However, regardless of reenlistment intent, all groups surveyed
tended to agree that service in the Navy had been a valuable experience for

them personally.
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SECTION 2 - INTRODUCTION AND APPROACH

I. CAREER COUNSELING IN THE NAVY

In a zero-draft environment, the armed forces no longer have a guaranteed
source of qualified personnel. Like any other employer, the Navy must compete
with the other military services and the general labor market to obtain
necessary manpower. In preparing to adapt to this environment, the Navy has
expanded its Career Counseling Program for enlisted personnel. This program is
designed to assist in meeting Navy manpower needs by stimulating personnel
interest in career motivation. Special emphasis is placed on the reenlistment
of qualified personnel. An earlier report (Meshi, Dow, Holoter, Grace, 1972)

describes the counseling process by means of which this program is implemented.

II. CAREER COUNSELING SURVEY

This report documents results of a survey designed to explore the impact of the
Navy Career Counseling Program on reenlistment intent and personnel satisfaction.
The survey is part of a larger System Development Corporation (SDC) research
effort involving experimentation with different career counseling concepts,
strategies, and techniques. It provides baseline data relative to the actual
delivery of counseling services, as specified by the Bureau of Naval Personnel
(BUPERS Instruction 1040.3). The survey also yields evidence concerning job
satisfaction, work environment, attitudes toward the Navy, unit organizational
effectiveness, perceived climate of the Navy as a social institution, and the
influence of family on reenlistment. Demographic data comparable to that
routinely obtained in the Navy Persconnel Surveys were also obtained to permit
comparisons with findings reported by other investigators (Malone, 1967;

Singer and Morton, 1940; Stoloff, 1971; Lockman, Stoloff, and Allbritton, 1972).

The survey was conducted by SDC for the Office of Naval Research (ONR) as part
of the Navy All Volunteer Force Manpower R&D Program. Figure 2-1 shows how
career counseling fits into the Navy's overall all volunteer force strategy

and human resources functions and programs.
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ZERO DRAFT — ALL VOLUNTEER FORCE

CAREER COUNSELING RECRUITING
RACE RELATIONS DRUG ABUSE EDUCATION
IMPROVED QUARTERS COMMAND DEVELOPMENT
ALCOHOL CONTROL HOME PORTING

/ DRUG REHABILITATION Z-GRAMS

II|

PROGRAM EVALUATION
SDC RESEARCH SELEHI
RETENTION RECRUITMENT
NAVY

HUMAN RESOURCES

UTILIZATION TRAINING

ALLOCATION

Figure 2-1, Career Counseling Research Background Factors
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In preparing to conduct the survey, Career Information and Counseling (CIAC)
schools in San Diego, California and Norfolk, Virginia were visited; counselor
training classes were observed, and over 100 students and a dozen instructors
were individually contacted. Survey data were collected at 18 ship and shore
locations; questionnaires were administered to groups at each location;

1,711 Navy personnel serving their first or second terms of enlistment were
surveyed personally by members of the SDC research team. Emphasis was placed
on first-term personnel, deemed to be the most critical reenlistment target;
however, recently reenlisted second~term personnel were also sampled for
comparison purposes. Results were aggregated to permit analysis of responses
to each item by intent to reenlist with length of time in service. Where
significant differences were obtained relative to these groupings, further
aggregation and analysis were performed to facilitate interpretation of the
findings. Separate analyses were performed using selected demographic and
organizational variables as cross-breaks. Survey methodology and results are

presented in the Sections 3 and 4 respectively, of the report.

ITI. SURVEY RATIONALE

The survey rationale involved development of measures designed to tap the

following domains:

(a) Career Counseling Program. An intervention program designed to

meet stated objectives

(b) Work Environment. Including job satisfaciton of Navy enlisted
personnel
(c) Organizational Climate. 1Including the larger organizational unit

within which the work is performed and the Navy as a social

institution

(@) Personal Factors. Demographic variables and individual attitudes

and characteristics, including wife and family as influence agents
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Sets of survey items designed to provide measures of each of these domains

were developed. A copy of the complete survey questionnaire appears in

Appendix A.

In developing items, major emphasis was placed on topics that

related directly to the first of the above domains; namely, the Caree;

Counseling Program. The objectives of this program, as stated, are:

(1)

(2)

(3)

(4)

(5)

(6)

(7

To increase retention of qualified enlisted personnel and decrease
the recruiting effort, especially in view of the impending all

volunteer force environment (Primary Objective)

To assure that every Navy man and woman is continually aware of

opportunities (Intermediate Objective)

e Command retention program

® Career interviews

To establish communication channels for immediate dissemination of

current policies and procedures (Intermediate Objective)

To provide career guidance (Intermediate Objective)

° Help individual make best use of personnel talents
° Consider personal desires of counselee
e Fill specialities critical to Navy manpower needs

As a communication medium, to create good will (Intermediate

Objective)
° Provide assistance with personal problems
e Gain insights into working conditions, apprehensions, or

problem areas for improvement at the command level

To encourage interest in the Naval reserve programs for personnel

being separated (Ancillary Objective)

To create Naval ambassadors in the civilian community (Ancillary

Objective)
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The first of these seven is the Navy's prime objective in expanding its

Career Counseling Program. The first four intermediate objectives are intended
to enable achievement of the prime objective--increased retention of qualified
enlisted personnel. The sixth and seventh objectives deal with behaviors that
will occur only after a decision to separate from the Navy has been reached.
They are therefore considered to be ancillary to the primary program

objective--increased retention and the intermediate objectives.

The relationship of these seven program objectives to the four survey domains
is shown in Figure 2-2. As shown in this figure, the arrow from the primary
objective--increase in-service retention rate--impacts directly on the Career
Counseling Program by providing a criterion against which to measure program
effectiveness. Intermediate objectives provide a means for measuring
effectiveness of the Career Counseling Program in action, but they may not
necessarily be related to increased retention. These objectives are of direct
research interest, and more importantly, they could be measured using a

cross-sectional survey sample of enlisted Navymen on active duty.

One problem arose in implementing the survey rationale, however. The problem
stemmed from the fact that the primary objective can only be studied directly
after a point of separation from the Navy has been reached. True investigation
of retention requires a longitudinal design, which was beyond the scope of SDC

initial research. Therefore, intent to reenlist was substituted for the

primary objective in this survey. The literature supports this as an

acceptable practice; reenlistment intent has been employed by others ( Lockman,
Stoloff, and Allbritton, 1972) in research on reenlistment. Similarly, intent to
join the Naval reserves was substituted for actual enlistment in the reserves,
and survey items were used to infer the extent to which a separated Navyman

would actually function as a Naval ambassador in the civilian community.

In summary, the survey rationale matched four domains of research concern, the

Career Counseling Program, the work environment, the organizational climate,
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and personal factors, with Navy objectives for its expanded career counseling
and retention program. The survey questionnaire was then developed to reflect

this rationale.

Iv. CONCEPTUAL FRAMEWORK RELATING CAREER COUNSELING TO RETENTION AND
PERSONNEL SATISFACTION

The conceptual framework within which this research was conducted is similar
to that proposed by Likert (196l1). According to Likert's model, a set of
causal variables, to include such things as organizational structure,
organizational objectives, management and supervisory practices and behavior,
capital investments, and the needs and desires of members or organizations,

are inputs that cause the output of end result variables. Turnover is one of
these output variables, which also include variables such as production amounts,
costs and waste, earnings, union company relations, grievances, stoppages, and
sales. The variables intervening between cause and end result are considered
to be the individual worker's personality, his cognitive orientation including
his perceptions, attitudes, motivational forces, and expectations, and his

past experiences, as well as his group's traditions, values and goals, plus

his actual behaviors. Following Likert's reasoning, certain of these variables

appear to be more amenable to prompt investigation, as shown in Figure 2-3.

This survey of Navy enlisted personnel has provided information concerning
domains of the Career Counseling Program and the organizational climate,
considered to be causal variables. Work environment and personal factors of
Navy enlisted personnel and a host of attitudes and expectations are all
considered to be intervening variables. The end result variable is an

approximate measure of retention, intent to reenlist.

Put more simply and directly in terms of the present research, the Navy Career
Counseling Program and the organizational climate are considered to be causal
variables; personnel satisfaction, the intervening variable; and reenlistment

intent, the end result variable.
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In addition to the Career Counseling Program, measures of the organizational
climate have also been employed as causal variables. This permits findings
obtained relative to the Career Counseling Program to be augmented by data
obtained from environmental and social/institutional variables. These latter
variables have been shown to influence organizational effectiveness
(Roethlisberger, 1941; Lewin, 1948; Roethlisberger and Dickson, 1949; Lewin,

1951; McGregor, 1960; Miles, 1965; Neff, 1968; and Price, 1968). (See Figure 2-4.)

Personnel satisfaction, for purposes of this research, has been assumed to be
comprised of job satisfaction, including hygiene factors and motivators, and
attitudes toward the Navy, including perceived humanistic treatment, as well

as the work environment and personal factors, including wives' attitudes.

In summary, a cause and effect relationship has been assumed between the
successful operation of the Navy Career Counseling Program, as moderated by
organizational climate, and increased retention of enlisted personnel, as
measured by intent to reenlist. A set of intervening variables, labeled
personnel satisfaction variables, have also been identified. They are assumed
to be influenced by the causal variables, and in turn to influence the end

result variable, increased retention, as measured by intent to reenlist.

V. RELATED THEORY AND RESEARCH FINDINGS

Three areas are relevant to this research. These areas are retention and
turnover, career counseling, and personnel satisfaction. The last of these
areas has been considered by other investigators to be largely a matter of

job satisfaction.

A. RETENTION AND TURNOVER

Maintenance of an adequate supply of manpower is essential if an organization
is to function effectively. Loss of manpower, called turnover, has been the

focus of research in business and industry because personnel replacement costs
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are high. For example, ten years ago the cost of training a new technical
worker was estimated to be 6 to 12 months' pay for the technical job (Peacock,
1962) . Valuable experience that cannot be replaced at any price is also lost
through turnover. Retention of qualified personnel can help cut costs and

keep needed experience within an organization.

Several reviews of research on turnover have appeared in the literature
(Brayfield and Crocket, 1955; Herzberg, Mausner, Peterson, and Capwell, 1957;
Vroom, 1964; Maier, 1965; and Schuh, 1967). In the most recent review Porter

and Steers (1972) build a conceptual framework comprised of the following:

(1) Job satisfaction

(2) Organization-wide factors

(3) Inmediate work environment factors
(4) Job content factors

(5) Personal factors.

Fourteen studies relate job satisfaction to turnover; all but one showed job

satisfaction to be inversely related to turnover.

Among the organization-wide factors, satisfaction with pay and promotion were
negatively related, and threatened job security was positively related to turn-
over (Hulin, 1968). Satisfaction with supervisory relations, feedback of re-
organization, and experience level of supervisors all appear to be negatively

related to turnover.

Among the immediate work environment factors, satisfaction with co-worker re-

lations is inversely related to turnover.
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Among the job content factors, satisfaction with the nature of work, job
autonomy and responsibility, and role clarity are inversely related to turnover,

while job stress and repetitiveness are positively related.

Among the personal factors, age, tenure, congruence of job with vocational
interests, and satisfied achievement-type needs are inversely related to
turnover; extreme personality characteristics, family size, and family

pressure to resign are directly related to turnover.

These reviewers conclude that the decision to withdraw can be looked on as a
balancing of received or potential rewards with desired expectations.
Differential reward levels tend to cloud the effect (Katzell, 1968). However
in studies where a unitary reward system can be inferred, such as Weitz (1956),
findings suggest that turnover can be reduced if expectancies of entering

personnel are more closely aligned with rewards available in the work setting.

B. SPECIFIC FACTORS AFFECTING TURNOVER IN BUSINESS AND INDUSTRY

An early study by Bills (1923) of the correlation between intelligence, job
complexity, and turnover showed that for superior individuals as job complexity
increases turnover declined, while for those below average intelligence the

reverse was true.

Satisfaction with the company as an organization tends to be associated with
reduced turnover (Mann and Baumgartel, 1953). Furthermore, hierarchically
controlled programs tend to increase turnover (Likert, 1961). Morse and

Reimer (1956) found that attitudes toward work and job satisfaction systemati-
cally improved when a participative program was introduced, and conversely,
they declined when a hierarchical program was introduced since poor attitudes
in these areas are closely related to increased turnover. Particular attention
should be paid to these results in the context of the all volunteer force

environment.
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Supervisory leadership behavior has been directly related to increased turnover
(Fleishman and Harris, 1967). Where supervisors showed consideration for
employees, turnover and grievancies declined; conversely where structure was
increased, turnover and grievancies increased. Consideration was defined as
mutual trust, respect, and honest warmth between the supervisor and his group.
The considerate supervisor showed genuine concern for worker needs, encouraged
their participation in decision making, and favored two-way communication.
Structure was defined as behavior in which the supervisor alone defined group
activities, assigned tasks, planned ahead, and pushed for production. 1In
organizations where consideration was low, increased structure varied directly
with turnover rate; where consideration was medium or high, structure had no

apparent effect on turnover rate.

Satisfaction of personal needs is also related to withdrawal from an
organization (Ross and Zander, 1957). However, turnover can be reduced if
needs for recognition, autonomy, fair evaluation, and a feeling of doing work
that is important can be satisfied. If the job interferes with family and
community satisfactions, turnover is increased. However, off-the-job dis-
satisfactions do not appear to be related to increased dissatisfaction on the
job. It can be concluded from these findings that people resign for two
reasons: either the job per se does not satisfy worker needs, or the job

precludes worker satisfaction elsewhere.

Selection techniques have been used to reduce turnover (Fleishman and Berniger,
1960) . By employing standard psychometric procedures, data from application

forms have been used successfully to predict turnover.
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c. FACTORS AFFECTING RETENTION OF NAVY ENLISTED PERSONNEL

Numerous surveys, studies, and articles concerning retention in the miliary
appear in the literature. Some of the significant publications in this area
are summarized in the following paragraphs. In an article dealing with
grievancies of enlisted people, Steinhauser (1972) stated that job satisfaction
was the most important aspect of service life, and that recent pay increases
would not influence retention. He also reported that a lack of communication
between lower enlisted rates and higher enlisted rates is a barrier to problem

solutions.

Reflecting the Navy's concern about personnel retention, Dickieson (1969)
reported his belief that the personal approach in the submarine service was
largely responsible for a constant high reenlistment rate. He also stressed
the importance of better treatment for the families of sailors, and the need
to find ways to help Navy wives while their husbands are at sea. Gelke (1971)
reported that individual counseling and attention are the keys to a successful
retention program. Gelke believes that this could be accomplished if existing
programs were effectively implemented. Thamm (1971) concluded that money as a
motivator is greatly overrated and expressed concern that it might be used to
camouflage other programs. Command action is of concern to the Navy.

McIntosh (1971) discussed responsibilities of commanding officers toward
subordinates, and proposed a set of commandments for commanding officers to

follow in order to help solve retention problems.

A number of analyses have been conducted to assist the Navy increase
reenlistment. In a study of first-term personnel Singer and Morton (1964)
found that characteristics that typify men who reenlist in the Navy and those
that distinguish actual reenlistees from men who are eligible but do not
reenlist, can be identified. For example, reenlistment increased directly

with the number of the Navyman's dependents. Men, who at time of initial
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enlistment lived in states different from the states where they were born, had
a significantly greater reenlistment rate. Perhaps men who have moved at
least once are more accustomed to mobility, a quality greatly needed by Navy
career personnel. Men with scores at the low and high ends of the scale on a
General Classification Test (GCT) had a higher reenlistment rate than men near
the middle. This finding differed from a study of 1,949 enlistees (BUPERS,

1956) , which showed that education was invérsely related to reenlistment.

Singer and Morton also found that reenlistment rates decreased as the number of
months onboard ship increased (3 to 47 months). Length of sea duty appears to
be inversely related to reenlistment. A positive correlation between pay grade
and reenlistment rate was also found. This finding is contrary to a Navy study
(BUPERS 1956) that concluded that the higher the pay grade obtained during his
first enlistment, the higher the probability that the enlisted man would leave
the Navy.

Lockman, Stoloff, and Allbritton (1971) performed a comprehensive reanalysis
of data from three Navy surveys (Malone, 1967, Braunstein, 1970, and Muldrow,
1970) . Results showed that reenlistment behavior can be predicted by economic,
psychological, and personal variables, and that reenlistment intent was almost
exclusively associated with the specific context of Naval life, including
working conditions, supervision, and particularly compensation and family

attitudes.

VI. CAREER COUNSELING

The Navy had stressed the role of the career counselor in its expanded
retention program. Perhaps the nearest civilian counterpart to the Navy
career counselor is the high school vocational counselor, who assembles and
conveys current factual materials about training education opportunities, and

requirements (Richardson, 1968).
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A tremendous amount of occupational material has been published, but its use

in counseling has not been researched. To determine choices and attitudes,
Stone (1948) used before~and-after methodology ratings to compare students
taking vocational orientation courses and receiving counseling, with students
receiving counseling only. The experimental group, which had more occupational
information than the control group, seemed to apply this information effectively,
since their levels of choices tended to be more realistic. In rating the
appropriateness of their choices, however, Stone indicated that students who
experienced both counseling and course orientation showed significant improve-
ment, making better choices than those who had counseling alone. Speer and
Jasker (1949) also found that more appropriate occupational choices were made
when student reading or work experience was discussed with a counselor. Again,

the combination of information and counseling produced the best results.

Another area of research has been the use of behavior modification principles
to influence students to find out more about careers. Krumboltz and Thoresen
(1964) , using eleventh graders as subjects, employed three experimental condi-
tions: (1) presentation of a film followed by discussion, (2) verbal rein-
forcement of information-seeking behavior, and (3) presentation of a tape
recorded model followed by counseling. All three procedures produced increases
in seeking of information by students; however, there were differences between
sexes, as well as between schools and counselors. Similarly, Krumboltz and
Schroeder (1965) found that both verbal reinforcement during the interview and
listening to a taped model increased the variety and frequency of information
seeking in eleventh graders. Increases were greater for male students in the

case of the recorded model.

Other studies have indicated that the level of reading difficulty of published
occupational materials is high. Brayfield and Reed (19250) analyzed interest
value and difficulty level of 79 pieces of occupational literature. Fewer

than 5 percent were ranked at the readability level of popular magazines,
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while almost two-thirds were ranked at the scientific or very difficult level.
Thirty-two percent were classified in the difficult level, and about the same
ratio fell into the dull and mildly interesting level. Brayfield and Mickelson
(1951) reviewed approximately 6,000 references listed in the indexes of two
different sources of occupational information to determine the adequacy of
titles covering different kinds of work. They noted that 44 percent of the
occupational titles represented professional fields, while only 30 percent
represented skilled, semi-skilled, or unskilled areas where the majority must
find work. This unbalanced representation in occupational materials handicaps
the counselor in a variety of ways and perpetuates the tendency to choose

occupations above ability level.

Significant research by Watson, Rundquist, and Cottle (1959) included readability
of the Occupational Outlook Handbook and other occupational information selected
from 12 leading commercial publishers. Their research concluded that all the
materials that had been published since 1954 were found to be at the eleventh

or twelfth grade reading level. In a later study of mainly noncollege occu-
pational materials, Sharp (1966) showed that time had not altered the earlier
finding. Of the materials he surveyed, 53 percent regquired college level

reading sgkill,

A. TYPES OF COUNSELING

Differences in counseling styles have been reported (Snyder, 1947; Rogers, 1961).
Koester (1954) analyzed the diagnoses of ten counselors to determine the fre-
quency of six response categories: (1) indeterminate response, (2) response

as an interpretation of datum, (3) response as a comparison and evaluation of
data, (4) response as a hypothesis based on synthesis of data, (5) response as
an evaluation of an interpretation of hypothesis, and (6) response indicating
need for additional data. Category 4 (formulating hypotheses) was used most
frequently, and Category 1 (indeterminate response), least frequently. Eight

of the ten counselors were consistent in their use of categories.
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In another study, Parker (1958) examined the verbalized thoughts of ten coun-
selors about a client. He employed the following categories: (1) the counselors
listened to three recorded interviews, (2) read materials in a case folder,

and (3) predicted the clients behavior in the next interview. He found signi-
ficant consistency in frequency from one counselor to another, and no increase
in diversity and richness of predictions when more information became available.
Little relationship between diversity and richness and validity of the pre-

dictions was found.

A number of research attempts to classify types of counseling have been made.
Pepinsky (1948) found that counselors tend to agree when classifying cases.
Classifications agreed on were: lack of assurance, lack of information, lack
of skill, dependence, interpersonal conflict, intrapersonal conflict, and
cultural self-conflict. Choice-anxiety was used to classify only two cases

in the study.

In a later study employing similar methodology, Sloan and Pierce-Jones (1958)
found fairly close agreement between counselors on all categories with the
exception of dependence and choice-conflict, which is similar to Pepinsky's
choice-anxiety category. By comparing groups high in each category with
student norms for the Minnesota Multiphasic Personality Inventory (MMPI), the
classifications could be ranked by ﬁhe severity of personality deviation
indicated. Tﬁe order for males was (1) lack of information, (2) lack of

assurance, (3) lack of skill, and (4) self-conflict.

Callis (1965) used a two-dimensional (2D) category: counseling types and cause
of the problem. Counseling types included vocational, emotional, and educational.
Cause of the problems were: (1) lack of information about the environment,

(2) lack of information about self, (3) motivational conflict with self, and

(4) conflict with significant others. Over a four-year period, about half the
clients were found to have received vocational counseling because of lack of

information about self.
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A number of studies indicate that individuals without professional training
can adequately perform counseling. For example, over 30 years ago, employees
were used as counselors in the work setting (Roethlisberger and Dickson, 1939).
More recently, Carkhuff and Truax (1965) reported significant improvement in
behavior of mental patients who had group sessions with counselors lacking
professional credentials, but did have special training in counseling. In a
later study (Carkhuff 1966) reported that standard graduate training does
not necessarily enable counselors to help clients, but that lay counselors
can be trained to counsel effectively. In other areas of research, Brown
(1965) reported that upper classmen, after receiving facilitative training,
brought about significantly higher academic performance by leading small

groups of college freshmen.

Project CAUSE was one of the most extensive attempts to use personnel in
counseling activities after a short training program. In a study of this
project, Daily, Carlson, and McChesney (1968) found that none of the selection
tests correlated highly enough with success ratings to use them in selection.
They found that the best predictors were life history items, in particular,
experiential items. In addition, they found that self-selection, one of the
major selection criterion presently in use in the Navy career counseling

program, was the most successful predictor.

B. PERCEPTIONS OF THE ROLE OF THE COUNSELOR

Research has indicated some differences in the perceptions of the role of the
counselor. Regardless how well this role is defined, what the counselor can

do depends on how others see him. At the high school level, students, parents,
and teachers tend to define the counselor's role as limited largely to matters
of education and vocation. On the other hand, counselors tend to expand their
area of concern to include emotional and personal problems. Grant (1954) asked
students to identify to whom they would go to seek help regarding vocational

planning, educational planning, and personal-emotional problems. They chose
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counselors to help primarily in vocational and educational planning. A later
study (Grant, 1961) showed that school administrators and teachers alsoc felt
that vocational and educational problems, not personal problems, were the
responsibility of the counselor. On the other hand, the counselors considered

social and personal problem-solving to be part of their responsibility.

On the college level also, different perceptions of the counselor's role
persists. 1In a study at Michigan State, Kind and Matteson (1959) found that
the counseling center was considered by some students to be the place to take
personal and social problems; others saw it as a place to take vocational and
educational problems. Other studies also showed that students tend to think
of counselors mainly in relation to vocational and school problems (Dunlop

1965).

C. CHARACTERISTICS OF COUNSELORS

Studies to determine the characteristics of counselors include: Cottle, Lewis,
and Penny (1954) who compared counselors with teachers using two personality
scales (the MMPI and the G2TS),and the strong Vocational Interest Blank as

the basis of comparison. These two groups were found to differ in a number of
items. Schutz and Mazer (1964) developed an attitude scale and administered it
to counselor trainees at National Defense Education Act (NDEA) institutes.
Factor analysis of these attitude data support previous studies and suggests
that counselors working in a rehabilitation setting have characteristics

similar to those of counselors working in an educational area.

Other studies relate counselor characteristics to success of the counselor in
the field. Although correlations between personality measures and success in
the counseling field are generally thought to be too low for selection, some
differences between high and low groups of counselors have been obtained. For
example, Abeles (1958) compared two groups of counselor trainees, rated by their

supervisors as more or less promising., His study showed differences in interests,
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values, and logical factors, but not in ability or general adjustment. In

a study of NDEA counselor enrolees, Kazienko and Neidt (1962) compared self-
descriptions of 125 good counselors with those of 115 poor counselors, using

a choice instrument. Supervisor ratings obtained at summer institutes were
used to establish the groups. Poor counselors placed a high value on security
and strictness, and considered conformity rather than individuality to be
reason for happiness. The good counselors, on the other hand, expressed

more seriousness, gentleness, patience, independence, and individuality.

Both groups, however, considered themselves to be able, honest, mild, friendly,

unaggressive, liberal, and somewhat anxious.

Generally speaking, group difference studies have yielded more impressive find-
ings than correlational studies, when measures of personality are related to
some criterion of on-the-job success. Group difference studies have consis-
tently shown that effective counselors are relatively free from dogmatism or
prejudice; a number of studies of NDEA trainees support this conclusion. For
example, Steffre, King, and Leafgreen (1962) found that nine out of 40 NDEA
counselor trainees, picked as the best counselors by their peer groups, were
low on the Rokeach dogmatism scale. In later studies (Milliken, 1965; Milliken
and Patterson, 1967), where good and poor-rated trainees were compared, it was
found that the good counselor group was less prejudiced as measured by the
Bogardus scale ;hat measured social distance and was less dogmatic as measured

by the Rokeach dogmatism scale.

A number of studies have pointed to a positive relationship between sensitivity
or perceptiveness and counseling success. Truax and Carkhuff (1967) used rating
scales to assess the correlation of accurate empathy, nonpossessive warmth, and
genuineness, to success in counseling. Their study, and a considerable amount
of other research, indicates these qualities are correlated with criteria of
counseling success in a variety of settings and situations, to include college
underachievers, delinquents, and hospital inmates. Other individual studies
that support this finding include Truax, Wargo, and Silver (1966), and Dickenson
and Truax (1966).
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D. COUNSELING THEORIES AND TECHNIQUES

In a comprehensive study to determine whether group counseling was as effective
as individual counseling, Hoyt (1955) found no difference in reaction of voca-
tional classes to satisfaction or certainty between the two methods. In com-
paring directive with nondirective counseling, a number of studies have re-
ported that client-centered techniques are superior (Snyder, 1947). For example,
Carlson and Vandever (1951) found that the interaction between counselors and
techniques differed significantly between the two latter groups, as measured by

follow=-up ratings.

Wrenn (1960) investigated the impact of theoretical orientation on counselor
behavior. In comparing 54 counselors representing a variety of orientations,

the only significant difference was that psychoanalytically-oriented counselors
tended to be lower on the reflection category. In a further study of theoretical
orientation, Grigg and Goodstein (1957) reported that counselors tend to prefer
an eclectric approach. In a follow-up study, they found that favorable outcome
indicators tended to be correlated with reports of comfort and active partic-
ipation. Research on counseling techniques and approaches tend to support the
position that theoretical orientation is less important in the counseling re-

lationship than are the personal qualities of the counselor.

Do counselors need to be expert in testing techniques? While this is considered
desirable, research shows that tests need not be used in certain counseling
situations for two reasons. First, other evidence can be used in place of test
scores. For example, Thorndike (1934) found that intelligence, achievement
tests, and previous grades in school were all useful predictors of highest grade
that would be attained at school. And second, many types of vocational tests
fail to correlate highly enough with later success on the job to be a dependable
predictive counseling tool. For example, using employee ratings as a criterion
of on-the-job success, Latham (1951) found that the correlation between job
suitability and success was practically zero. Thorndike and Hagen (1959) found

virtually no correlation between aptitude test and criterion scores on a study
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of 10,000 men who had taken a battery of Air Force tests in 1943 and who replied
to occupational career questionnaires in 1955 and 1956. A later study by
Ghiselli (1966) indicated that correlations between aptitude and success criteria
are typically low, with considerable variation between studies where correlations
are found to exist. The availability of useful evidence other than test scores,
and the weak predictive power of aptitude tests reduce the need for counselors

to be expert in test techniques. However, in all fairness, there is evidence
that patterns of abilities characteristic of different occupations do exist
(Dvorak, 1935; Thorndike and Hagen, 1959). Evidence for the differentiation of
kinds of occupations on the basis of interest scores has been reported by

Strong (1953). A review of validity studies (Fisher, 1959) indicates that

vocational tests predict failure more accurately than success.

E. EFFECT OF TRAINING ON COUNSELORS

Changes that occur during the course of counselor training programs have been
investigated. For example, Kirk (1936) measured change in counselors after one
year of training. He found increased awareness of complexity and responsibility,
understanding and acceptance. Munger and Johnson (1960) measured changes in
counselors at NDEA summer institute using the Porter Test of Counselor Activities.
He found that the number of understanding responses increased significantly,
while others decreased. Webb and Morris (1963) reported significant changes
after summer institute training. Using a self-rating instrument, enrollees
rated themselves more positively at the end of the training period than before
training started. 1In another study at a summer institute Jones (1963) found a
shift away from informing and advising, toward responses reflecting acceptance

and understanding.

However, follow-up studies indicate that increased understanding does not per-
sist. Although Munger, Myers, and Brown (1963) found that institute trainees
maintained attitudes stated at the end of training better than those stated
earlier, in a later study (Munger, Brown, and Needham, 1964) attitudes tended to

shift toward attitudes held earlier. Similar results have been reported by
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Rochester (1967) who administered the Porter test and the Allport~Vernon-Lindsey
Study of Values to NDEA enrollees. These results tend to indicate that non-
professional counselors need on-the-job training in addition to short and inten-

sive seminar training.

Carkhuff, Kratochville, and Friel (1968), in comparing first and fourth year
clinical psychology trainees at one school, found that the fourth year group
received lower ratings for their maintenance of facilitative conditions, but
increased their ability to perceive and rate these variables in the interviews
of others. At a second school, first year trainees were retested in their
second graduate year. Results showed a significant decline in level of facil-

itative conditions maintained during counseling.

In summary, changes brought about as a result of short-term counselor training
seem to require reinforcement to remain in effect; and extensive training tends

to make counselors more analytic and less facilitative.

F. DELIVERY OF NAVY CAREER COUNSELING INFORMATION

Braunstein (1972) reported that of the Navymen who remembered receiving informa-
tion about the Navy from a recruiter, six in ten did not consider this information
to be accurate. In addition, the study indicated that being kept informed was
important to nine out of ten Navymen. The two reasons most frequently given

for wanting to be informed were: tell us what is going on and why, 22 percent;
and keep us up to date on things, 20 percent. Most useful source of career

information were the Navy Times, All Hands, and the Plan of the Day.

This study also reported that a career counselor was available to 95 percent

of the Navymen sampled. Of the men who tried to consult their career counselor,
93 percent reported that they were able to do so easily. Career counselor ser-
vices were most used to obtain career information (49 percent), to expedite
orders (36 percent), to seek help with personal grievances (36 percent), and to

obtain help with housing problems (31 percent). This study also showed that the
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career counselor was helpful to 92 percent of the men who wanted career infor-
mation, 64 percent of those who had orders to be expedited, 61 percent of those

who had personal grievances, and 48 percent of those with housing problems.

VII. MOTIVATION

Modern motivational theory assumes that increased personnel satisfaction will
lead to reduced turnover (Herzberg, Mausner, and Snyderman, 1959; Porter and
Steers, 1972). If this is true, being able to meet the needs of personnel be-
comes very important to organizations, such as the Navy, that are keenly in-

terested in increasing retention.

For purposes of this research, personnel satisfaction is considered to be an
intervening variable comprised of two domains, the work environment and per-
sonal factors, together with attitudes toward the Navy, humanistic treatment,
and job satisfaction. (See Figure 2-4,) This is a convenient way to organize
and quantify the extent to which needs influence the behaviors and attitudes

of employees in a work setting.

A. THEORIES OF MOTIVATION

The progression of theory about motivation to work began at the turn of the
century. Principles of scientific management set forth by Taylor (1911) grew

out of the Industrial Revolution and the Protestant Ethic. These early moti-
vational theories assumed man's primary motivation to be economic. Taylor's theory
was augmented a quarter of a century later by the human relations approach, in
which economic security and good working conditions were assumed to be joint
motivators (Roethlisberger and Dickson, 1939). A few years later, Maslow

(1943 and 1954) developed a heirarchical theory of motivation. He identified

five levels of need to include:

(1) Physiological needs, such as hunger, thirst, sleep, and six

(2) safety needs, including physical and emotional security
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(3) Love needs, to include the need for affection, affiliation, and

belonging

(4) Esteem needs, man's higher needs for power, achievement, and status;

self-esteem, and the esteem of others

(5) Need for self-actualization, the culmination of all the other needs

of man, to include self-fulfillment and realization of the

individual's full potential

Although Maslow did not intend his needs heirarchy to be used in the work
setting, others (McGregor, 1960; Likert, 1961) found it directly applicable.

A few vears later, Herzberg (1954) began developing a technique for measuring
morale that led to his formulation of the two-factor theory of motivation
(Herzberg, Mausner, and Snyderman, 1959). Using a critical incident method to
obtain data for analysis, Herzberg studied the motivation of two hundred
accountants and engineers employed in firms in the Pittsburgh area. Analysis
of reported good and bad feelings led to the identification of job satisfiers
labeled motivators and job dissatisfiers called hygiene factors. Motivators,
related to job content, included achievement, recognition, the work itself,
responsibility, and advancement. Hygiene factors, related to job context, in-
cluded company policy, administration, technical supervision, salary, inter-
personal relations/supervision, and working conditions. Hygiene factors pre-
vent dissatisfaction, but do not lead to satisfaction. Herzberg's two-factor
theory, closely related to Maslow's needs heirarchy, explained why managers
failed to satisfy employees, even though wages and salaries, fringe benefit

packages, and a luxurious work environment were provided.,

Although Herzberg's two~factor theory gained wide acceptance, it came under

heavy attack because other research workers failed to replicate results when a
different methodology was employed (Vroom, 1964; Dunnette, Campbell, and Hake,
1967; Hulin and Smith, 1967; Lindsay, C. A., Marks, E., and Gorlow, L., 1967;

and Schwab, Devitt, and Cummings, 1971). Vroom, unlike most critics, proposed
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an alternative to Herzberg's model. This model, presented in schematic form by
Dunnette (1967), is built around the concepts of valence, expectancy, and force.
It stresses the importance of individual differences in motivation to work.
Vroom's model is of more value in analyzing organizational behavior than in

motivating personnel in an organization.

An even newer theory, found to provide a promising approach for motivating
managers, has been developed by Lawler and Porter (1967). This multivariate
model, like that of Vroom, is largely based on an expectancy theory of motivation.
Key variables include effort, performance, reward, and satisfaction. Although
the model appears to be empirically substantiated, its relative complexity may

inhibit widespread use.

Finally, a simple model, using a systems approach, has been developed by Smith
and Cranny (1968). This model, while emphasizing the interrelationship between
effort, reward, performance and satisfaction, stresses that, even though manage-
ment's task is to administer rewards, effort is the only variable that affects

performance.

B. MOTIVATION AND JOB SATISFACTION IN THE NAVY

Some of the theories discussed have had a significant effect on career motiva-
tion and retention practices in the military services. Maslow's hierarchy of
needs and Herzberg's two-factor theory both have had considerable impact. For
example, the Air Force new-view study, discussed in AFM 35-16, identified
motivators that lead to job and career satisfaction, and dissatisfiers which
lead to job and career dissatisfaction. Derived from Herzberg's motivators,
the list included: achievement, recognition of achievement, advancement,
growth, patriotism, responsibility, and work itself. Factors identified as
dissatisfiers when improperly applied and controlled were: interpersonal re-
lations, personal life, policy and administration, salary, status, supervision,

and working conditions.
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Specific research has been accomplished which deals with many areas related to
these motivators and dissatisfiers. For example, Navy Personnel Survey (NPS-66-
1) reported that amount of sea duty, lack of stability of family life, lack of
freedom of personal life, and pay and allowances, were unfavorable features of

a career in the Navy. However, chances for furthering education, training,
professional development, a steady and secure income, and retirement and sur-

vivor's benefits were considered to be favorable factors.

In a study of Naval enlisted personnel Stoloff (1971), found that while both

job content and job context factors were important determiners of the level of
on-the-job performance, only the job context and compensation measures assert

a strong influence on reenlistment decision. His findings suggest that the

Navy should concentrate on improving those aspects of a Navy career associated
with basic needs such as living conditions, image of the Navy, and pay. Stoloff
concluded in his study that although quality of work related to liking one:s
job, liking one's pay, and having a positive attitude toward Navy life, re-
enlistment behavior seemed to be independent of a positive attitude toward one's

job.

Braunstein (1972) reports results of a survey of the attitudes and opinions of
Naval personnel in regard to conditions of Naval life, career incentives,
assignments, advancements, Navy information sources, Z-grams, and overseas
homeporting. In findings related to career motivation, Braunstein reports 42
percent of the enlisted men in the study joined the Navy simply to fulfill
their military obligation. Navymen who indicated a preference for a Navy career
were asked to indicate the most important reason for their choice, excluding
pay and allowances. One-half of the Navymen responding said they were staying
in the Navy because of the retirement benefits. Breaking out the data by pay
grade, retirement benefits were found to have the greatest appeal for Chief
Petty Officers and Petty Officers First Class (54 percent), who were relatively

close to retirement.
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In regard to career incentives, the Braunstein study asked respondents what
single action, other than increased pay and allowances, would keep them in the
Navy. Almost half said the Navy could do nothing to keep them in the service,
while 15 percent wanted to be given a choice of duty stations. In answer to a
question about what single benefit Navymen would most like to see enacted if
additional funds were available, 22 percent wanted special allowances for high
cost of living areas. However, Navymen at different stages in their Navy careers
want different things. First enlistment men were more likely than later en-
listment men to want BOQ for bachelors ashore and afloat, and improved living
conditions aboard ship. Braunstein's survey also evaluated five Navy programs
in terms of their value in getting men to reenlist. The program considered

most effective by the Navymen (84 percent) was the Variable Reenlistment Bonus
(VRB) . Almost seven in ten Navymen (68 percent) said they would prefer to re-
main in a homeport area of their choice for eight to ten consecutive years while

rotating duty stations within that area.

In a social-psychological examination of career commitment, Zard and Simon
(1964) found that occupational choice is often made with only slight knowledge
of the gratifications and deprivations which the occupations offer. It seems
that an occupational choice transforms itself into a career line after initial
expectations are either confirmed or not confirmed. Zard and Simon reported
that perception of skill utilization is a rough measure of present job satis-
faction, but by itself, low job satisfaction is not a sufficient reason to give

up a military career.

These researchers also concluded that in the absence of a reasonable alternative,
even the person who feels his skills are not being utilized is likely to stay
in the Navy. These data suggest that services must be as much concerned with

career experiences as they are with career recruitment.
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Suggestions about how to develop an organization that enables the employee to
grow and use his capabilities to the fullest have been made. In addition, Porter
and Steers (1972) discuss a "modeling or social institution" approach, as
described by Bandura and Walters (1963), in modifying behavior through the

use of rewards. Porter discusses specific rewards, using a motivational theory
approach as developed by Porter and Lawlor (1968) . Specifically, two key factors
must be influenced if effort is to be increased: (1) the value the individual
puts on certain awards, and (2) his expectations concerning whether he can

obtain these rewards if effort is expended.

In summary, personnel satisfaction, attitudes, values, perceptions, and
expectations are an aggregate of motivational theories that attempt to model
satisfaction. These theories have been applied in building our model for use

in the Navy setting.

VIII. RESEARCH DESIGN

The basic research design that guided this survey appears in Figure 2-5. Al-
though the.design is cross-sectional, comparisons can be made across time and
between yes, no, and undecided reenlistment intents. A comparison between pre-

and post-reenlistment personnel satisfaction can also be made.

Data from each of the four domain's described in paragraph V were gathered
from personnel samplings of each of the nine logical cells that comprise this
design. Methods for analyzing these data are discussed in paragraph IV of

Section 3.

IX. HYPOTHESES

The survey rationale, as implemented in this research, constrains both
design and types of data available for empirical test. Therefore, to prevent
further limitation on the outcomes of this research, a set of general, rather

than specific hypotheses were formulated.
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The set of hypotheses that guided this research were as follows:

1. The Career Counseling Program has a positive influence on

reenlistment intent.

2. The Career Counseling Program has a positive influence on

personnel satisfaction.

3. The organizational environment within which the Career
Counseling Program functions has an influence on the

effectiveness of the program,

4, If the Navy, as a social institution, provides a positive
environment for the individual Navyman, intent to reenlist

is increased.

5. When job satisfaction is high, intent to reenlist is
increased.
6. Demographic variables influence intent to reenlist.

The methodology used to test these hypotheses, and the results obtained are

presented and discussed in the following sections of this report.
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SECTION 3 - METHODOLOGY

I. INITIAL INVESTIGATION

A series of visits and interviews provided the information base needed for
development of the survey questionnaire. The Los Angeles Armed Forces Exami-
nation and Enlistment Station (AFEES) was contacted to permit familiarization
with current recruiting information and procedures. The staff and students

at the Career Information and Counseling (CIAC) school in San Diego, California,
were interviewed concerning actual course content. The current status of career
counseling in the Navy, as perceived by these Navymen, was also reviewed during
these meetings. Interviews were also conducted with several command career
counselors assigned to operational units in the San Diego area. Sufficient
information was gleened from these sources to permit questionnaire development.
Therefore, extending the interviewing to include Navymen not associated with

career counseling was deemed unnecessary.

II. QUESTIONNAIRE DEVELOPMENT

Based on information obtained during the initial investigation, questionnaire
items designed to measure the client's perception of various aspects of his
association with the Navy were included together with items dealing only with
career counseling. Table 3-1 identifies the number of questions in each sec-
tion of the questionnaire, and shows how they relate to one or more of the
stated objectives of the Career Counseling Program. A single item can pertain
to more than one objective. The total number of unique items in each section

appears at the far right.

Sections of the questionnaire were ordered so that items specific to career
counseling appeared later. Instructions to client Navymen made no mention of
career counseling. Thus, the preset for respondents was retention, rather

than career counseling.
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The questionnaire in a prototype form was field-tested using men from the
submarine service, the aviation service, and men assigned to destroyers in the
San Diego area. As a result of the field test, some items were deleted and
others modified. The final form of the questionnaire was administered by SDC
personnel in three areas, Long Beach and San Diego, California, and Norfolk,

Virginia. The questionnaire, including response data, appears in Appendix A.

ITI. SAMPLING

The original sampling logic was to include all first~term personnel in the
units sampled, as well as all second-term personnel whose reenlistment commit-
ment was made within the past six months. These guidelines applied to units
with less than 1,000 enlisted men aboard {cruisers, destroyers, submarines,

and air squadrons). For the ships company aboard aircraft carriers, this
sampling technigue was modified to include the same group of second-term per-
sonnel, first-term personnel within six months of the end of their enlistment,
and other first-term personnel until the sample equalled 250 men. This sample
was to net approximately 2,000 men from surface ships (Pacific Fleet and
Atlantic Fleet) and 100 men each from submarine and aviation squadrons (Pacific

Fleet).

Some of the problems that are often associated with the conduct of research in
a field setting were encountered in this study. Included among these difficul-

ties were:

(1) Less than optimum facilities for administration of question-
naire. For example, due to remodeling activities aboard a
ship in the shipyard, respondents were required to sit on the

deck while answering the questionnaire.

(2) Variations from the specified plan in the size and composition
of the sample at unit locations. For example, due to operational
work requirements, only a small percentage of the first-term
personnel aboard one ship were able to respond to our question-

naire.
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The resulting sample is displayed in Table 3-2. Further breakout of the sample

by term and reenlistment intent appears in Table 3-3.

Table 3-2. Sample by Type of Service and Fleet

Type of Service Pacific Fleet Atlantic Fleet Total
Surface
Ships 942 514 1456
Air
Squadrons 204 -- 204
Submarines 51 - 51
Total 1197 514 1711

Table 3-3. Sample by Term/Time and Reenlistment Intent

Reenl istment Intent
Term/Time
Yes No Undecided | Total
More than six months to serve (Later) 48 726 197 971
First
Six months or less to serve (Soon) 15 508 27 550
Term
Extention 6 81 10 97
Second Term 21 27 27 75
Total 90 | 1342 261 1693%

*Only 1693 of the total 1711 Navymen responded to Term, End of Obligated
Active Service (EAOS) and Reenlistment Intent items.
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Because of the small number of second-term personnel, a logical grouping of
cells seemed to be advisable. Because the last six months before completing
an enlistment is the period of high reenlistment pressure, it was decided not
to attempt to enlarge this time period to increase the cell size. Since Navy-
men serving an extension of their first term had voluntarily remained in the
Navy past their initial enlistment, they were grouped with the second-term

personnel (see Table 3-4).

Table 3-4. Organization of Sample for Analysis

) Reenl istment |ntent
Term/Time Total
Yes No Undecided
First |More than six months to serve 48 726 197 971
Term Six months or less to serve . 15 508 27 550
Second Term and Extension 27 108 37 |72
Total 90 1342 261 1693

The word voluntarily is used guardedly here because an unknown percentage of
our sample had agreed to the extension at the time that they originally

enlisted, in return for specialized training. A comparison of the responses
of these two groups was made to identify any bias the combination might have
on the analyses to be performed. Table 3-5 shows results of the comparison
between the responses of reenlisted personnel and the responses of extended

personnel on the 70 ordinal items used in the analyses.
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Table 3-5. Reenlisted versus Extended Analysis of Responses to Ordinal Items
REENLISTED EXTENDED TOTAL (N) F QUESTIONl
4.39 4.60 4.5| (71) 3.214 6 Background
2.33 .70 .98 (173) 12.877%% 7 :
.t.
3.79 3.76 3,77 | (169) | 0.009 24 nformation
2.86 3,08 2.98 (173) 5.995% 25
2.75 3.12 2.96 (173) 7.030%* 35 Attitude
Toward
2.38 3,44 2.98 (173) 20.96 | ¥¥* 36 :
R
2.75 2.53 2.63 70 |77 40 senlistment
2.99 3.1 3.05 (168) 0.531 45
3.39 4.19 3.84 C171) 22.229%% 48
3.89 4.06 3.99 (167) 0.721 49
2.21 1.73 .94 (173) 7.529%% 50
2.88 3.37 3.16 (172) 5.848% 51
2.86 2.90 2.89 (166) 0.067 53
2.59 2.58 2.58 (173) 0.005 54
2.86 3.60 3,28 (171) 13.331%% 55
2.11 2.51 2.33 (172) 5.166% 56 Attitude
2.71 4,07 3.47 (173) 57.216%* 57
2.79 3,08 2.91 ( 90) | 1.954 61 Toward
2.90 3.57 3.18 ( 89) 5.690% 62 Navy
1.96 2.14 2.03 ( 88) 0.337 63
.70 2,86 2.34 (169) 33,824%% 65
2.32 2.48 2.41 (169) 0.790 67
2.64 2.99 2.83 (169) 3.761 69
3.05 3.92 3.53 (169) 8. 175%* 70
3.41 3.78 3.6l (168) 3.789 71
3.58 3,89 3.75 (165) 3.551 74
3.12 3.39 3.27 (169) 3.112 76
1.95 2.35 2.17 (170) 6.146% 77
3.10 3.12 3,11 (166) 0.028 78
2.33 2.80 2.59 (168) 9.837%% 79
3.13 3.43 3.29 (170) 3.682 80
3.3l 4,00 3.69 (170) |7.638%% 8l
2.55 2.62 2.59 (168) 0.149 82
3.09 2.65 3.40 (172) 10.317%% 83
3.47 3.46 3,46 (173) 0.003 84
3.93 4.59 4,30 (172) [1.625%* 89 Attitude
3,24 2.88 3.03 (172) 3,103 90 Toward
3.78 3.77 3.77 (172) 0.001 91 Job and
3.09 3.05 3,07 (173) 0.044 92 Training
2.91 2.84 2.87 (172) 0.123 93
*Significant at the .05 level
**Significant at the .0l level
lNumbers associated with tabular data refer to the questionnaire in Appendix A.
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Table 3~5. Reenlisted versus Extended Analysis of Responses to Ordinal Items

(cont'qd)
REENLISTED | EXTENDED | TOTAL (N) F QUESTIONY
2.62 3,14 2.91 (173) | 6.631% 94
3.12 3,58 3,38 (173) | 4.684% 95 .
2.63 3.02 2.85 (173) | 4.152% 97 AlAARLLL
2.82 3.08 2.97 (173) 2.153 98 Toward
2.13 2.59 2.39 (173) | 7.010%* 99 Job and
3.97 4.26 4.13 (168) | 3.345 101 -
.
2.59 3.04 2.84 (173) | 4.591% 102 raining
2.86 3.37 3.15 (168) | 6.639% 103
2.59 3.24 2.95 (170) | 12.573%* 104
2.80 3.02 2.92 (173) |.822 106
1.93 1.98 1.96 (173) | 0.053 107
3.03 3.06 3,05 (170) | 0.043 134
2.26 2.5 2.40 (71 | 2.512 136 Attitude
2.3] 2.13 2.23 ( 92) | 0.509 137
2.25 2.76 2.53 (172) | 10.570%* 14 Toward
2.64 3.55 3.15 (173) | 24.949%% 142 Career
2.93 3.0l 2.98 (171) 0.202 143 Counseling
2.39 2.43 2.42 A7) | 0.034 146
2.09 2.24 2.18 (171) | 0.893 147 Program
.86 2.02 1.95 (172) |.528 149
4.23 4.46 4.36 (169) | 2.896 150
3.49 4.14 3.85 (170) | 13.136%* 155 Attitude
2.0l 2.06 2.04 (167) | 0.119 156
2.12 2.49 2.33 (163) | 5.074 162 Toward
2.74 2.90 2.83 (168) |.044 163 Counse lor
3.93 3.95 3,94 (158) | 0.047 167
3.07 3,32 3.20 (166) 1.312 169 Attitude
2.21 2.28 2.25 (126) | 0.489 175b Toward
| .44 1.45 [.44 (126) 0.007 175¢ Counseling
1.60 |.54 .57 (127) | 0.312 175d Interviews

-

*Significant at the .05 level
**gignificant at the .01 level

lNumbers associated with tabular data refer to the questionnaire in Appendix A.
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Differences between the extended and reenlisted groups were analyzed further,
as shown in Table 3-6. This analysis draws attention to those items from
Table 3-5 that showed a significant difference between means. Results obtained

from the analysis of categorical items also appear in this table.

In Table 3-6, reenlistment status categories are ranked on the basis of

. 1 X
increasing percentage responding no to reenlistment intent (31)~. This
method of ranking was adopted since the no response category tends to be a

more stable predictor of actual reenlistment behavior.

In summary, results show that in every instance the reenlisted group sampled

is more positive toward the Navy and career counseling. Therefore, the combina-
tion of these two groups tends to bias mean responses toward the negative end

of the scale. Any significant differences in Section 4, Results, where the
reenlisted/extended group is more positive should therefore be considered

conservative.

Since this method for increasing cell size has been shown to introduce bias
only in a conservative direction, it was adopted for use in the remaining

analyses.

lNumbers preceded by a Q and enclosed in parentheses provide a cross reference
to specific questionnaire items detailed in Appendices A, B, and C.
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Iv. ANALYSIS APPROACH

Descriptive statistics, including freguency distributions, were obtained for
each item of the questionnaire. In addition, the data analysis included
comparisons of responses to 67 ordinal items among nine subgroups. Three
major subgroups based on stated intent to reenlist--(1) vyes, (2) no, and

(3) undecided (Q31) --were subset into three categories based on the following

criteria:

(1) First Later (or Later) -- personnel serving their first
enlistment who do not have to make an actual reenlistment
decision until later, i.e., EAOS is more than six months.

(2) First Soon (or Soon) =-- personnel serving their first
enlistment who must make a reenlistment decision relatively
soon, i.e., EAOS is within six months.

(3) Second/Extension (or Second) -- personnel who have recently

reenlisted for a second term, generally within the last
six months. Personnel who have extended beyond their

original obligated term are included within this group.

A one-way analysis of variance (ANOVA) procedure was used for these comparisons.
Figure 3-1 illustrates the format used for reporting analysis of variance. For
each item analyzed, the following data were obtained: the applicable question;
individual arithmetic means for each of the nine reenlistment intent and term/
time combinations (boxes 1-9); composite means for each of the six primary
subgroups (boxes 10-15); a mean of the subgroups (box 16); F ratios for

the means of reenlistment intent (box 24) and term/time (box 20). Significant
variances are indicated by a single asterisk (*) for F ratios that exceed

chance occurrence at the .05 level; double asterisks (**) indicate .0l level

values. (See Appendix B for derived data.)
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REENLISTMENT INTENT
QUESTION TERM 2.3;3'; F
YES NO UNDECIDED
. (Reproduction of question and
response alternatives.) FIRST LATER o) (2) (3) (13) @20
FIRST SOON (4) (5) 6) (14) (22)
SECOND/
XTENSION N (8) (9) (15) (23)
TOTAL
GROUP (t0) atn (12) (16) (24)
F (17) (18) (19) (20)

Figure 3-1. Sample Form for ANOVA

For items that are essentially neither scaled, nor ordinal, percentage response
for each alternative is shown in Appendix C. Frequencies are provided
(Figure 3-2 format) for each alternative for the total group, and for yes, no,

and undecided intent to reenlist. (See Appendix C also for derived data.)

TOTAL REENLISTMENT INTENT

QUESTION RESPONSE GROUP

YES NO UNDECIDED

Figure 3-2. Sample Form for Nonscaled Item Percentages

Additional categorical and correlational techniques were used to analyze the
job satisfaction data. Specifically, rank-order correlations were used in
the analysis of organizational unit data, and an intercorrelation matrix was
computed to include all items where significant differences were obtained
between reenlistment intent groupings. In a limited number of instances, the

significance of difference between percentages was also computed.
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In summary, multiple methods of handling the survey data were used. The gamut
ranged from simple descriptive statistics to the more sophisticated techniques

described above.
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SECTION 4 - RESULTS

This section reports results obtained from the analysis of survey data.

Results from each of five areas--demography, unit of assignment, job satis-
faction, attitude toward Navy and attitude toward career counseling--are
presented here. Each analysis centers on the set of 22 items that were
empirically found to distinguish between reenlistment intent groups in a

highly significant manner (p < .0l). Results obtained from analysis of
additional items are also summarized in this section. In addition, comprehen-
sive statistics descriptive of the entire questionnaire, together with detailed
cross-break results, may be examined by referring to Appendices A, B, and C of

this report.

I. ANALYSIS OF DEMOGRAPHIC DATA

The analysis of demographic data places emphasis on variables that are believed
to be associated with the Navyman's intent to reenlist. Variables thus

selected are race, pay grade and marital status.

A. REENLISTMENT FOCUS FOR ANALYSIS

The primary objective of the Navy Career Counseling Program is increased
retention of qualified personnel. Therefore, the analysis results are
organized for presentation on the basis of intent to reenlist. Items selected
as a focal point for this analysis were the 22 found to discriminate
reenlistment intent differences significantly. These items were further
subdivided into four domains identified in Section 2. Specific gquestion

break out by domain are as follows:

(1) Career Counseling Program Domain (N=4)

] What influence has career counseling had on your intent to

reenlist? (Q35)l

1 .
Numbers preceded by a Q and enclosed in parentheses provide a cross-reference
to specific questionnaire items detailed in Appendix A.
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(2)

(3)
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What is your opinion as to the value of the Career Counseling

Program to you? (Q142)

How often do you chat (not an interview) with your career

counselor? (Ql55)

Do you agree that your career counselor is really interested

in helping you make the most out of your life? (Q163)

Organizational Climate Domain (N=6)

How have you been treated in the Navy? (Q69)

Do you agree that the Navy is interested in you as an

individual human being? (Q81)

Do you agree that the Navy treats you as a person worthy of

respect? (Q83)

Do you agree that the Navy is making good use of the talents

of most of your shipmates? (Q91)

Do you agree that the job you are doing is important to the

Navy? (Q99)

How interested do you feel your commanding officer is in your

career progress? (Q103)

Work Environment Domain (N=5)

How well do you feel your abilities could be utilized in a

civilian job compared to the way the Navy is using them? (Q50)
How many months have you been at sea in the last year? (Q80)
How do you feel about your <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>