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SECTION 1 - INTRODUCTION

This report describes results of the evaluation of the Navy Command Retention
Team concept. This evaluation was conducted as part of Phase 3 of System De-
velopment Corporation's (SDC's) program of research on retention and personnel
satisfaction. Individual interviews and surveys augmented by group interviews,
sensing sessions, observations, and record reviews were utilized as data col-
lection techniques. The research approach was designed to elicit and compare
perceptions and beliefs of Command Retention Team members (the delivery system)
and enlisted personnel (the client population) as well as to obtain information

regarding required record keeping procedures.

1.1 BACKGROUND

In an all-volunteer force environment, the Navy no longer has a guaranteed
source of qualified personnel. Like other employers, the Navy must compete in
the general labor market to obtain necessary manpower. The Navy's manpower
needs require the reenlistment of sufficiently large numbers of first-term
personnel with proper skills over the next several years in order to maintain
the career force strength at the desired level. Adequate numbers of personnel
in other terms of enlistment must also continue to reenlist at currently fore-

casted rates, if the Navy's manpower goals are to be achieved.

In adapting to the all-volunteer force environment, the Navy has expanded and
modified its Career Counseling Program for enlisted personnel. This program is
designed to assist the Navy in meeting manpower needs by stimulating the
interest of qualified personnel in the Navy as a career. The Command Retention
Team serves as one aspect of the current approach to solving the overall re-

tention problem.

Active command level support and participation were seen as critical to an ef-
fective retention program. (The reader is referred to Section 2 and Appendix A

of System Development Corporation Technical Report No. 4, Career Satisfaction

1-1
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As A Factor Influencing Retention, 14 May 1976, for applicable research litera-

ture.) Command Retention Teams, and the related team approach, are envisioned
as being of key assistance to commanding officers in establishing a required
personal involvement and a positive career retention atmosphere. Commanding
officers have been urged to adopt and integrate the concept into the command

organization. The Command Retention Team includes division officers; command

and collateral duty career counselors; the master, senior, or chief petty officer

of the command, and administrative/personnel office staff. They are responsible
for working as a team to create awareness and understanding of the Navy's re-

tention programs by:
(1) Conducting an effective career information program,

(2) Implementing a dynamic and timely interview and career counseling

system,

(3) Apprising the officers, CPOs, and LPOs of the command concerning

retention efforts in progress, and

(4) Making recommendations to the commanding officer to enhance the

command's career retention environment.

Within the team, the division officer is specifically responsible for ensuring
career information awareness and positive career motivation within his/her
division. He/she is charged with becoming thoroughly familiar with Navy career
retention material (e.g., the Career Counseling Manual, relevant instructions
such as Career Reenlistment Objectives (CREO), BUPERINST 1133.25 series and
Professional Growth Criteria, BUPERINST 1133.22 series); insuring that career
counseling interviews in the division are scheduled and conducted in a timely
and proper manner and that appropriate follow-up action is initiated; and at-
tending TYCOM or BUPERS Career Information Schools when feasible, as well as
ensuring that divisional collateral duty career counselors attend such schools

whenever possible.

=2
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Each command career counselor is responsible to the commanding officer for
organizing, monitoring, and implementing an effective command career counseling
program. He/she is to be closely supported by the departmental/division career
counselors throughout the command. In carrying out their functions, career
counselors are responsible for scheduling and conducting career counseling
interviews and completing necessary reports for all individuals in the command
(career enlisted personnel as well as potential first-term reenlistees);
initiating appropriate follow-up actions to resolve specific retention problems
or questions indicated in the interviews; assuring that command members are
aware of and understand the Navy career programs, opportunities available to
them, and the impact of any retention program policies/procedures changes; and
generally, assisting in promoting retention and creating a favorable retention
environment among all personnel in the command through efficient and profess-
ional discharge of duties and by making recommendations or suggestions up the

chain-of-command.

Master, Senior, and Chief Petty Officers of the Command (MCPOC, SCPOC, CPOC) are
responsible for creating career awareness in subordinates through personal know-
ledge of retention programs and policies; keeping the command advised regarding
retention impact of command policies; counseling senior petty officers; handling
general military training (GMT); and assisting the career counselor with his

budget.

The administrative/personnel offices of the command should play vital roles in
the command's retention activities through performance of the administrative
follow-up required by an active retention program. The speed with which this
administrative follow-up is accomplished is vitally important to the generation
of good command morale and the feeling that the command is responsive to indi-
vidual needs. Without this visible support, other efforts may be nullified.

A smooth working relationship in this area is essential if a command retention

effort is to be credible and successful.




System Development Corporation
10 September 1976 TM-5031/005/00

1.2 OBJECTIVES

The overall objective of this study was to investigate the effectiveness of
the Command Retention Team (CRT) concept in operation. To accomplish this, the

following sub-objectives were also identified:

(1) Develop criteria to measure the impact of career counselors and
division officers on retention and personnel satisfaction at the

unit level;

(2) Develop a technique for use at the unit level to assist commands

in measuring CRT effectiveness;

(3) Associate CRT operational status with unit retention data to
assess the effectiveness of the CRT concept in support of the command

retention program;

(4) Identify actions which the Navy might take to improve the CRT

concept.

1-4
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SECTION 2 - METHODS AND PROCEDURES

The methods and procedures utilized in this investigation are described in this
section. Interviews, observations, and survey research techniques were the
primary methodologies used in the conduct of this study. Three data collection
instruments were developed and used to collect the majority of data. These in-
cluded the Career Counseling Questionnaire which was designed for use with en-
listed personnel--the client population; the Command Retention Team Interview
which was designed for use with CRT members; and a checklist designed for use
in reviewing the file of NAVPERS Forms 1133/11 maintained by a command's career
counselor. These methods were augmented by group interviews, sensing sessions,
and observational data collected at each command as time and circumstance

permitted.

In preparing the data collection instruments, a special review was made of in-
formation contained in the following documents: Impact of Navy Career Counseling
On Personnel Satisfaction and Reenlistment (SDC TM-5031/003/00, 1974), the

Career Counseling Manual (NAVPERS 15878), Command Retention Indicators (Pers-
5212), Enlisted Retention Effectiveness (BUPERSNOTE 1133), Pacific Fleet Per-
sonnel Retention Program (CINCPACFLTINST 1133.5A), CINCPACFLT Enlisted Retention
Report (CINCPACFLTINST 1133.4A), and Atlantic Fleet Personnel Retention (CINC-
LANTFLTINST 1133.1).

Design of data collection instruments, unit sampling logic, and the field

data collection techniques will be discussed in the following paragraphs.

2.1 INSTRUMENT DESIGN

The data collection instruments are described in this section. These instru-
ments were developed by the research staff, reviewed by Navy personnel, and

approved for administration by cognizant Navy agencies.
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Career Counseling Questionnaire. This questionnaire was designed to obtain

data on how the Command Retention Team functions from the perspective of the

enlisted person. It was designed for group administration. In order to mini-

mize disruption of operational activities at a given command, total adminis-

tration time was required not to exceed 30 minutes.

A total of 45 items was

included in the questionnaire. The areas of inquiry included and relevant

questions for each are shown in Table 2-1.

Table 2-1. Relevant Questions by Area of Inquiry

for the Career Counseling Questionnaire

T }
AREA OF INQUIRY N RELEVANT QUESTIONS
Demography 6 In2s3;8¢5,6
Type and/or frequency of career counseling
program activities experience in present
command
e Individual career counseling interviews 4 7,8,9,10
e Group career counseling interviews 7 13,32,34,35,36,38,39
e Interaction of command members 2 18,19
Perceptions and attitudes concerning the career
counseling program in present command
® Individual career counseling interviews 3 11,12,28
e Group career counseling interviews 6 27,33,37,40,41,42
» Interaction of command members regarding | 13 41; 15, 14;20,.21,22 ;28
career information 243255 265,29 530531
Career information sources 2 43,44
Career information needs 2 16,45

2-2
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In addition to the 45 questions, the questionnaire booklet included a "Comment"
page at the end to allow for open-ended comments and suggestions from the re-
spondents. The booklet was designed so that answers could be directly recorded
in the booklet, thus precluding the need for a separate answer sheet. An
appropriate Privacy Act Statement was attached to the front of the question-
naire. It was read by each survey participant, signed, and given to the survey
administrator prior to his answering the questions. BUPERS approval for the
Career Counseling Questionnaire was obtained on 24 October 1975 in accordance
with the provisions of BUPERINST 1000.21 of 5 August 1974. A copy of this

questionnaire appears in Appendix A.

Command Retention Team Interview. This structured interview was designed to

obtain data from the perspective of CRT members on how the CRT functions as
individuals and as a team at a given command. A total of 32 items was deve-
loped to serve as a structured guide for the interview. Total interview time
was approximately 40 minutes for the Command Career Counselor (CCC) and 20
minutes for other CRT members. The major reason for this time differential
was that many of the questions were specifically designed to apply only to the
career counselor. The areas of inquiry included in the interview and the
relevant questions for each area are shown in Table 2-2.

Table 2-2. Relevant Questions by Area of Inquiry
for the Command Retention Team Interview.

AREA OF INQUIRY N RELEVANT QUESTIONS
Demography 4 1525322
Type and/or frequency of involvement i 4,6,7,8,9,10,11,14
in retention program activities ‘ 13 18,24,25,26, 32

Type counseling techniques/procedures
utilized 6 ' 5520214527 ;28 81,

Perceptions and attitudes concerning impact ]
of career information sources on retention | 6 1R 185 15,16, 17523 |

Perceptions and attitudes concerning the ‘
quality of Navy life | 3 19,29,30 i
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As with the Career Counseling Questionnaire, an appropriate Privacy Act State-
ment was attached to the front of the interview guide. It was read by each

interviewee, signed, and given to the interviewer prior to answering the ques-
tions. BUPERS approval for the CRT Interview guide was obtained on 24 October

1975 in accordance with the provisions of BUPERINST 1000.21 of 5 August 1974,
A copy of the questionnaire items is contained in Appendix D.

NAVPERS Forms 1133/11 Checklist. The purpose of this checklist was to obtain
data about the use of the Career Counselor Record (NAVPERS Form 1133/11) which

is normally maintained by a command's career counselor. The form, which is
required to be included in each individual's service record, contains entries
for recording career-related demographic data such as schools completed and
NEC, specific career counseling services provided such as a retentio; program
interview, and any other personal or career information which might give aid

and insight to future career counseling efforts with the individual.

The checklist was designed to assist the field data collector to systematically
review the career counselor's file of NAVPERS Forms 1133/11 and record the pre-
sence, type, and extent of data contained on the forms sampled. The purpose

was to see how much information was present and to attempt to determine currency

of records.

2.2 UNIT SAMPLING TECHNIQUES

Fifteen Navy commands were selected for inclusion in this study. The criteria

and procedures used for their selection are described below.

Command Selection Criteria. Four criteria were used as the basis for command

selection. These were:

(a) High, medium, and low retention-rate units for each Type Command

included in the sample must be selected.

2-4
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(b) Air, submarine, and surface commands must be represented in the

commands sampled.

(c) Both CINCPACFLT and CINCLANTFLT Commands must be represented in

the commands selected.

(d) Each command selected must have experienced a Human Resource Availa-
bility (HRAV) period and the Human Resource Management (HRM) Survey
data obtained as a part of the HRAV must exist in the HRM Data Bank
maintained by the Navy Personnel Research and Development Center
(NPRDC) at Pt. Loma, California.

Command Selection Procedures. A list of Navy commands having HRM Survey data

in the HRM Data Bank as of April 1975 was obtained from NPRDC as the first step
in the command selection process. This list represented the population of
units available for inclusion in the study based on the criteria discussed
above. The units were then categorized by fleet (Atlantic, Pacific), by geo-
graphical area within fleet (i.e., San Diego, Pearl Harbor, Norfolk), and by
Type Command within area. FY75 retention rate statistics then were obtained
for each unit from Pers 5212. Based on these data, three retention rate cate-
gories--higher, medium, and lower -- were established for each type of command.
These three categories were assigned based on gross retention rates. For each
type of unit a natural break in retention rate was used as the break point
between higher, medium, or lower retention. The appropriate retention category
was then assigned to each unit. The next step was to develop the sampling
matrix of desired commands by geographical area. It was determined that five
commands would be selected from each of the three geographical areas and that
of the 15 commands, nine would be surface and three each would be air and sub-

marine units. The sampling plan developed is shown in Table 2-3.
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Table 2-3. Sampling Plan Showing Commands Studied
by Geographical Area and Type Command.

2 Geographical Area

ype Totals
Command Norfolk Pearl Harbor San Diego

Surface L 2 3 9
Air AL ! 1 3
Submarine 0 2 1 3
TOTAL 5 ) 5 15

This matrix provided the appropriate representation of commands by geographi-

.cal area and type command indicated by the selection criteria. The determina-

tion of which commands to sample in a given geographical area was based largely
on the known availability of particular type commands and retention rate group-

ings in the three geographical areas.

Following this process, lists of appropriate commands were prepared for each
cell in the matrix. These lists were then used as the basis for selection

of the 15 commands to be included in the study. In the Norfolk area, for

"non

example, four groups of commands were compiled --""high surface," "medium sur-

face," "low surface,"

and one "air." Each group contained from three to six
commands. CINCLANTFLT was then asked to select one command (two in the case

of one of the "surface" groups) from each of the four groups to participate

in the study based on their availability in the Norfolk area during the planned

data collection period.

- GE U Sy Oy I S & A S W Sy S oW 5 e s = .=
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2.3 SAMPLING LOGIC

As discussed earlier, the three primary data collection methods used were the
Career Counseling Questionnaire, the Command Retention Team Interview, and the
review of the Career Counseling Records (NAVPERS FORM 1133/11). The sampling

guidelines established for these methods are discussed below:

e The Career Counseling Questionnaire was to be administered to a sample
of 20 enlisted persons from each of the air and surface commands and
12 persons from each submarine command, due to their smaller size.
The total expected sample for this questionnaire was 276 based on the
selection of three air, three submarine, and nine surface commands.
Half of the sample was to be enlisted first-termers aboard at least
3 months and the other half was to be other enlisted personnel selected

randomly from the duty roster.

e An individual CRT Interview was to be conducted with four members of
each CRT, thus resulting in an expected sample size of 60 CRT members.
The four to be interviewed were to include the command career coun-
selor, Commanding Officer (CO), or Executive Officer (X0), a division
officer, and a senior enlisted person such as the MCPOC, or a lead
petty officer (LPO). When possible, a collateral duty career counselor

was also included.

e A random sample of 10 NAVPERS Forms 1133/11 was to be reviewed at each
command for a total of 150 forms. These were to be obtained from the
career counselor's files and systematically reviewed using the check-

list discussed earlier.

2.4 ANALYSIS DESIGN

Analysis was designed to permit testing of hypotheses about the relationship
between personal characteristics, measures of CRT effectiveness, HRM survey
results and command retention rates. The analysis design is shown in Table

2-4 on the next page.
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Table 2-4. Command Retention Team Analysis Design.

Type of Information by
FY75 Retention Rate Groups

(Data Repository) Higher | Medium | Lower

Data Collection Instrument

Career Counseling
Questionnaire (SDC)| First term Five areas of inquiry
containing a total of
Other terms| 45 relevant questions.

Command Retention Team Five areas of inquiry
Interview (SDC) containing a total of
32 relevant questions.

NAVPERS 1133/11 Checklist (SDC) Records search with
respect to completeness
and currency.

HRM Data Base (NPRDC) Descriptive statistics
for items and indices
contained in the HRM

; Survey.

2-8
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SECTION 3 - RESULTS

Results of the investigation of the Command Retention Team (CRT) concept in
operation are presented in this section. Included and compared are perceptions
and beliefs of enlisted personnel--the client population--and CRT members--the
career counseling delivery system. More specifically, results of the analysis
of data obtained from administration of the Career Counseling Questionnaire,
interviews with CRT members, and review of NAVPERS Form 1133/11 are described
in this section. Results obtained using these SDC instruments are also com-
pared with results of the Human Resources Management Survey. Information re-

garding required record keeping procedures is also reported.

3.1 CAREER COUNSELING QUESTIONNAIRE

A sample of 242 enlisted personnel in all terms of enlistment were surveyed
using the Career Counseling Questionnaire. The survey appears in Appendix A,
together with descriptive statistics by question for the total sample. Chi-

1 respondents from higher,

squares and one-way ANOVAs were computed by grouping
medium, and lower retention units. Respondents from the higher retention units
are called the High group; from the medium retention units, the Medium group;
and from the lower units, the Low group. Results of the Chi-square analysis
are shown in Appendix B. Results of the ANOVA analysis are shown in Appendix
C. The results of these analyses are summarized in the following paragraphs.

-]

3.1.1 Demographics

The High, Medium, and Low groups did not differ significantly with respect to
organizationally-related demographics. As shown in Table 3-1, for the entire
sample surveyed, the average pay grade was 3.68. The Low group had a slightly
higher average paygrade (3.88) than did the High (3.60) and Medium (3.63) groups.
In addition, the Low group averaged 54.88 months of service in the Navy, which
tended to be longer than for both the High (44.69) and Medium (42.11) groups.

lSee Section 2 of this report for a description of the logic used to group units.
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Table 3-1. Demographics for Enlisted Personnel
by Retention Grouping.1

Damejravhies Retention Rate Group Total F
High Medium Low (N=241)
(N=42) | (N=140) N=59)
Average Pay Grade
(E1-E9) 3.60 3.63 3.88 3.68 .849
Average Time in
Service (months) 44,69 42.11 54.88 45.69 1.264
Average Time Re-
maining (months) 28.78 25.53 28.03 26.69 .910
Average Time in
Command (months) 12.34 14.35 14.49 14.04 .637

The total sample averaged 26.69 months remaining in the service, with the Medium
group averaging fewer months of obligated service (25.53 months) remaining than
the other two groups (High, 28.78 months; Low, 28.03 months). With respect to
time in command, the High group averaged approximately two months less (12.34
months) than the Medium (14.35 months) and Low (14.49 months) groups. The en-
tire sample averaged a little over a year (14.04 months) in the command at the

time of the survey.

The distributions of High, Medium, and Low groups by occupational grouping were
also examined using Chi-square as the technique. As shown in Table 3-2, some
variation between groups was observed for the Deck, Ordnance, and Engineering
and Hull occupational groupings. However, variations for the overall sample

were not statistically significant.

lNone of the obtained Fs were statistically significant.

3=2
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Table 3-2. Rate Group Percentage Distribution
by Retention Grouping.

Total Retention Rate Group
Occupational Grouping Group High Medium LoW
Deck 12.0% 6.3% 19.27% 8.2%
Ordnance 9.5 18.8 10.8 8.2
Electronics 5.0 9.4 5.8 4.1
Administrative and 17.8 15.6 23.3 20. 4
Clerical

Engineering and Hull i .5 28.1 20.8 34.7
Aviation 17.4 21.9 20.0 22.4
Non-Rated 16.9 23.8 16.7 18.6

(N) (242) (42) (140) (60)
Chi-square = 14.293
df = 12

3l 12 Individual Career Counseling Interviews

Perceived exposure to individual career counseling interviews (Q6) was determined.
As shown in Table 3-3, there was an inverse relationship between perceived ex-
posure and unit retention rates. Personnel in the Low group perceived they had
received the greatest exposure (47.5%) and personnel in the High group, the

least exposure (19.0%).

Table 3-3. Perceived Exposure to Individual
Career Counseling Interview (Q6).

Retention Rate Group

Total i
Question Response| Group High Medium Low
Q6. Did you ever have an Yes 36.5% 19.0% 37.1% &7.5%
individual career
cousasling inters No 63.5 81.0 62.9 32..5
view before you re-
ported aboard this (¥ (40 V%) (140) (59)
command ?
Chi-square = 8.599%
.—ﬁ = 2

*significant at .05 level of confidence

3-3
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These results show a clear distinction between perceptions of members of the
High and Low groups. This difference may be indicative of sampling bias, differ-
ential experiences with individual interviews in last command, or actual differ-~

ences in interviewing style in current command.

0f the seven other items (Q7, Q8, Q9, Q10, Ql1l, Q12, Q28) in the questionnaire
pertaining to individual career counseling interviews, differences between re-
tention rate groups were found for the first three items. When asked whether
they had ever had an individual career counseling interview since reporting
aboard their present command (Q7), a marked difference between respondents in
the High and Low groups was obtained. Only 16.7 percent of the High group
reported having had an individual interview while 71.2 percent of the Low group

said they had received an interview in their command.

When asked about how many individual interviews they had received at their com-
mand, an inverse relationship between retention rate group and number of indi-
vidual interviews was obtained (Low, Mn=1.39; Medium, Mn=.65; High, Mn=.38).
This difference was significant at the .0l level of confidence. Retention rate
groups also differed significantly with respect to the type of career counselor--
the command career counselor or the department career counselor--who conducted
the individual interviews received by respondents (Q9). For the High group,
interviews tended to be conducted by department career counselors and for the
Low group, by command career counselors. Clearly, the Navy appears to be
focusing retention efforts on the Low units. Factors other than individual in-
terviews must be operative in High group commands to account for their high

retention rates.

3.1.3 Group Career Counseling Interviews

0f the thirteen questions (Ql3, Q27, Q32-Q42) asked concerning group career coun-
seling interview experiences in the present command, three were found to differ-
entiate significantly (p <.05) between retention groups. The pattern observed

with regard to individual interview activities was apparent again with regard
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to group interviews. The Low group appeared to have experienced more group
interviews than High groups, and Low group units tended to rely almost exclu-
sively on the command career counselor to conduct these interviews. More speci-
fically, 23.7 percent of the Low group respondents indicated they had attended
a ""10-months-before-EAOS or -PRD" group interview in their present command as
compared with only 4.0 percent of the High group respondents (Q13). When
asked if they had ever attended group presentations in which Navy career in-
formation was presented using a slide or moving picture projector (Q32), 45.8
percent of respondents from the Low Group answered Yes, as compared with only
12.2 percent of the High group respondents. In addition, when asked about who
conducts the career counseling group interviews in the present command (Q27),
for the Low group, 75.9 percent of the respondents stated that it was the com-
mand career counselor, while only 38.5 percent of the High group reported that
it was the command career counselor. Interestingly, almost one-third (30.8%)
of the High group report '"no one" conducts group interviews, which was much

higher proportionally than the 13.8 percent reported by the Low group.

Other group interview questions explored areas such as the type of information
covered in previous group interviews, the effectiveness and impact of the pre-
sentations, and interest in attending such presentations in the future. As
noted earlier, significant differences between retention groups were not ob-
tained for these questions. (See Appendix A for details which may also provide
insight into group interview activities.) Approximately three-fifths (60.9%)
of those responding indicated they gained at least some new knowledge from

the presentations (Q41) though only one-third (32.9%) reported their having

any influence on reenlistment decisions (Q42). Two-fifths (41.3%) of those
responding liked the last presentation they saw, and the types of information

covered appeared to be rather uniform across all topic areas.

3. 144 Interactions of Command Members

Respondents were asked concerning their perceptions about the involvement of

command members in career counseling program activities (Ql4, Ql5, Q17-Q26,
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Q29-Q31). The primary objective of these questions was to ascertain whether
the unit retention program was functioning as a '"team" effort. 1In general,
these 15 questions examined how command career counselors were perceived, in-
cluding their willingness and ability to provide assistance with regard to

career related matters.

The pattern of results discussed in the previous paragraphs again emerged with
respect to this set of questions. For the Low group, command career counselors
overwhelmingly appear to be the focus of most retention program activities.

For the High groups, the responsibility of these activities appeared to be
shared by CRT members. For example, survey respondents were asked to estimate
the percentage of time their command career counselors spent on group inter-
views, individual interviews, administrative duties, and other duties (Ql4).
Distributions of responses for the total group appear in Table 3-4. Signifi-
cant differences between retention rate groups were obtained both for indivi-
dual interviews and other duties. For the Low retention group, respondents
estimated that their command career counselors spent about half (50.2%) of
their time on individual interviews as compared with about one-~third (31.2%)

of their time for the High group. On the average, the Low group estimated that
counselors spent one-third (33.57%) of their time on other duties while High
group respondents estimated that four-fifths (80.0%) of their counselors' time

was similarly spent.

Although significant differences between retention rate groups were not obtained,

it is clear from the responses of the total sample that the counselors are per-
ceived to be spending very little time counseling spouses (Ql5). Only 3.6 per-
cent reported that counselors were spending at least one-third of their time

counseling spouses. It is also clear that survey respondents found the command

career counselor easy to contact (Mn=3.74) when desired (Ql7).
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Table 3-4. Estimated Allocation of Command Career
Counselor's Time by Four Types of Activities (Ql4).

Type of Activity

Percentage of Group Individual |Administra- Other
Time Spent Interviews | Interviews|tive Duties | Duties
(N=103) (N=148) | (N=139) (N=133)
90% - 100% 1.0% 3.4 2.2% 15.0%
80% - 89% - 2.7 2.2 5.3
70% - 79% 1.0 4.7 2.2 3.8
60% - 69% 1.9 7.4 2.9 V '%’.6'7/
50% - 59% 1.0 7”6’.,2”// 13.7 / 8.3/
40% - 49% 4.9 / 8.1 //727/ 3.8/
30% - 39% 10.7 / 13.5 // 10.8 // 6.8/
I/ 777777
20% - 29% /19.4 / 10.8// 25.9 // 20.3%
10% - 19% / 33.0 // 20.3%/ 19.4 // 21.8/
0% - 9% 7 27.2/ 12.8// 13.7// 9.0/
177277 / 19007 A /////// A 1

# Includ
6227C/ tgie:—izurths of respondents

When asked if they had received booklets describing Navy career opportunities
and from whom they received them (Ql8), respondents' patterns of responses were
consistent with results previously obtained--the career counselor was the major

provider of booklets received by respondents. More Low group respondents (64.4%)
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reported receiving booklets from any source than did High group respondents
(43.9%). The greatest percentage (40.7%) of Low group respondents reported
receiving booklets from their career counselors. The High group reported re-
ceiving their booklets as frequently from other sources as from their career

counselors.

Respondents were asked about which members of the command they would contact
about various career-related matters (Q21-Q26, Q29-Q31). Chi-squares were
computed and significant differences between retention groups were obtained
with respect to career information related to SRB (Q23), STAR and SCORE (Q25),
promotion (Q26), in-service educational programs (Q29) and who really gets
results concerning promotions, training, and other career opportunities (Q31).
Results are again strikingly consistent. For all of these items, Low group
respondents indicated they would contact the command career counselor much
more often than was indicated by the High group. Even with regard to promo-
tion (Q26), where the Lead Petty Officer was viewed by all groups as the best
source of information, 22.0 percent of the Low group still felt that the command
career counselor was the best source as compared with 4.0 percent for the High

group.

Perhaps the most interesting finding concerns perceptions as to who really gets

results (Q3l). Nearly two-thirds (61.5%) of the High group felt their supervisory

chain of command--Lead Petty Officers and Division Officers--were the ones who
get results, and for this group, only 2.6 percent mentioned the command career
counselor. In contrast, for the Low group, only 21.7 percent stated that their
Lead Petty Officers and Division Officers really get results, while 35.6 percent
said that it was the command career counselor. An additional noteworthy finding
was obtained for this item. Some (14.5%) of the total sample of respondents

indicated No One really gets results, and the proportion was highest (23.17%)

for the High group. It appears that irrespective of how effective the command's
retention program may be, respondents tend to perceive that there is still con-

siderable room for improvement with regard to really getting results for them.
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3. 1,5 Career Information Need

In the area of career information need, a significant difference among the re-
tention groups was obtained for perceived degree to which respondents felt in-
formed (Q16). Respondents from the Low group indicated that they felt more
informed (Mn=3.14) than did the other two groups (Medium, Mn=2.88; High, Mn=
2.50). As shown in Appendix B, marked variations at the two ends of the five-
point scale again occurred. More from the High group (26.27%) responded that
they were Not at All Informed as compared with the Low group (12.1%); at the
other extreme, more from the Low group (17.2%) responded Yes Definitely as com-

pared with the High group (7.1%).

3.2 COMMAND RETENTION TEAM INTERVIEWS

Individual interviews were conducted with members of each CRT in an attempt to
determine how they perceived the CRT concept in operation. The structured
interview used to obtain information appears in Appendix D. Based on analysis
of data from individual and group interviews, group sessions and observations,
profiles (see Appendix E) were prepared describing functioning of CRTs within
their organizations. These profiles are based on the data gathered in Spring
of 1976, while the retention statistics used for grouping in the other analyses
reflect the FY75 reenlistment situation. Although large organizations are often

considered to be resistant to change, units within a large organization often

tend to behave differently. There were indications that CRT members were actively

looking for ways to improve their units' current mode of operation. Units with
lower FY75 retention rates tended to be particularly active in their efforts to

bring about improvement.

Table 3-5 shows the distribution of CRT member personnel interviewed (N=58) by
position and retention group. The average time in position of these members
was approximately 11.4 months with a range of one to 40 months. The CCCs ranged

from one to 24 months on the job with an average time of 9 months.
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Table 3-5. Distribution of CRT Member Personnel
Interviewed by Position and Retention Group.

Retention Group
Position High Medium Low Total

Commanding Officer - 2 2 4
Executive Officer 3 5 2 10
Department Officer 2 2 1 5
Division Officer 1 4 - 5
MCPOC/Senior enlisted 1 6 4 11
Command Career Counselor 3 8 “ 15
Dept/Div career counselor 2 2 2 6
Personnel Office - 1 1

Total 12 30 16 58

When asked about the participation level of various members in the command's
retention program (Q4), the mean responses of the CRT members, grouped by
retention groups tended to vary, as shown in Table 3-6. There seemed to be

a tendency for the Low and Medium retention groups to attribute more activity
to CRT members than the High group, with the exception of the level of involve-

ment of the MCPOC and senior enlisted personnel.

CRT members were asked to rate retention aids and materials provided to their
programs by the Navy (Ql7). As shown in Table 3-7, the High group tended to
rate Careergrams (Mn=4.14), SecNav Instructions (Mn=4.00), the CRT film "Absent
Without Incentive'" (Mn=3.86) and brochures (Mn=3.50) more important as compared
with the Low group (Mn=3.75; Mn=3.67; Mn=3.67; Mn=3.13). In contrast, the Low
group tended to rate local policies (Mn=4.36), Chinfograms (Mn=3.92) and decals
(Mn=2.53) more important as compared with the High group (Mn=3.89; Mn=3.13;
Mn=2.20).
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Table 3-6. Comparison Among Retention Groups' Perceptions of
Level of Participation By Various CRT Members. !

9/6T 1a2quaidag QT

Q4. CRT co X0 Department Officer Division Officer
Participa-
tion High |Medium | Low |Total | High |Medium Low Total | High | Medium | Low Total | High | Medium| Low | Total
1. Conducts
group 1.00 | 2.10 2.50 | 2.14 1.00| 2.71 2,18 2,40 | L.75] 1.80 2. 31 1.97 | 2.00| 2.20 2.50| 2.29
inter- (N=35) (N=35) (N=37) (N=38)
views
2. Attends
group 1.33 | 2.00 2.00 { 1.94 1.00| 2.62 2.09 2.31 ] 1.75| 2.00 1.82 1.92 | 2.00 | 2.24 2.14| 2.18
inter- (N=35) (N=35) (N=36) (N=39)
views
3. Conducts
private 2.55 | 2.86 3.23 | 2.89 3.17| 3.61 3.08 385 | 2.73 | 2499 3.54 3.04 | 3.00] 3.21 3.53] 3.26
counsel- (N=45) (N=48) (N=45) (N=50)
ing
session
4, Counsels/
briefs 2.00 2.15 2.46 2.21 2.00} 2.10 1.93 2,02 1.70 1.37 1.64 15,53 1.33 1.37 1.54 1.41
wives (N=43) (N=46) (N=40) (N-él)
5. Assists
o in 2,27 | 4.00 3.78 | 3.53 3.27| 4.36 4.08 4,06 | 3,09 3.71 3.58 3.52 | 3.00} 3.71 3.76| 3.58
1 solving (N=47) (N=48) (N=44) (N=52)
— problems
P
MCPOC/Senior Enlisted cce DCC Personnel Officer
High IMedium ! Low ITotal Righ|Medium Low Total | High ! Medium | Low Total | High |Medfum | Low | Total
1. Conducts
ntoug int 3,00 | 2.58 2=91 | 2.78 2.75]| 3.52 4.00 3.60 | 2.00| 2.10 2,54 2.25 | 1.75 | 2.29 2.09| 2.16
HOLERES (N=33) (N=40) (N=36) (N=32)
2. Attends
group in-| 3.33 | 2.60 2.67 | 2.69 2.50] 3.77 3.83 3.50 ] 2.00| 2.70 2.58 2.60 | 1.50 | 2.19 2.00] 2.03
terviews (N=35) (N=38) (N=35) (N=31)

3. Conducts
private 3.50 | 3.22 3.21 1 3.28 3.82| 4.35 4.67 |. 4.33 | 3.10| 3.04 3.64 3.22 | 2.50 | 2.57 3.08| 2.70
counsel- (N=47) (N=52) (N=49) (N=43)
ing
sessions

4. Counsels/

briefs 1.67 | 1.75 2,00 | 1.79 1.91] 2.00 3.9% 2.34 1 1.00| 1.42 1.80 1.44 | 1.33 | 1.29 1.78] 1.43

wives (N=39) (N=44) (N=36) (N=35)
5. Assists

in solv- 3.20 | 3.65 3.17 | 3.42 3.30 4.13 3.94 3.90 | 2.75| 2.60 3.50 2.93 | 2.73 | 3.10 3.62 3.16

ing (N=45) (N=50) (N=42) (N=44)

problems

IScdling was Never (1), Rarely (2), Occasionally (3), Often (4), and Very Often (S).
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Table 3-7. Comparison Among Retention Groups for Perceptions of Importance
and Effectiveness of Various Aids and Materials.l

1Scaling was Not Important or Effective (1), Minor Importance or Effectiveness 2),
Moderately Important or Effective (3), Important or Effective (4), Critical to Success
of Program (5).

i
o
wn
[1°]

0w
o
Ql7. Retention IMPORTANCE EFFECTIVENESS g
aids and g
materials. High Medium Low Total High Medium Low Total
H
O
Careergrams 4.14 3582 3 4D 3.85 3257 309 33 3.49 =
(N=41) (N=37)
Brochures 3.50 3.33 3.13 3.27 2.88 2.85 2.67 2.81
(N=52) (N=47)
Chinfograms 3.13 3.09 3.92 3.35 2.75 2.95 3.60 3.08
(N=43) (N=40)
Policies 3.89 4.28 4.36 4.37 2.50 3.64 3.85 3.50
(N=46) (N=46)
Decals 2.20 2.30 2.53 2.35 2.40 2.15 2.33 2.25
(N=52) (N=48)
w Slide shows 2.67 3.00 2.82 2.88 3.13 2.90 2.80 2.92
= (N=40) (N=38)
Film 3.86 3.17 3.67 3.32 3.67 3.04 3.38 3.21
(N=41) (N=38)
Bi’::gguctions 4.27 4.40 4.40 4.37 3.83 3.52 3.77 3.66
(N=51) (N=50) g
-
S;:Ni\r,u ione 4.00 3.83 3.67 3.81 3.60 3.8% 3.25 3.38 o
struc (N=48) (N=45) -
e 3.9 8 8 8 g
= e ey .90 3.83 3.87 3.85 3.30 3.00 3.33 3.16 b
(N=48) (N=45) b
o
Posters 2.64 2.54 2,71 2.61 2.45 2.58 2.45 2.52 g
(N=51) (N=48) 2]
C;;iﬁzlc““se““g 4.30 | 4.44 4.64 | 4.47 3.80 3.96 4.33 4.02 S
(N=49) (N=46) 3
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All groups considered the Career Counseling Manual and BUPERS Instructions to

be almost critically important to their retention programs. Similar patterns
were obtained with respect to effectiveness of these retention aids and materials
excepting that the High group tended to consider slide shows more effective
(Mn=3.13) than important (Mn=2.67) while the Low group tended to consider them
about equally effective (Mn=2.80) and important (Mn=2.82). Spearman rank-order
correlation coefficients were computed to determine the relationship between
importance and effectiveness. For the total sample, a rather high correlation
(rho=.948) was obtained. For the Low group, about the same relationship (rho=
.946) was found. However, for the High group, a slightly lower correlation
(rho=.836) was obtained. Importance as judged by the High group correlated
highly with importance (rho=.803) as judged by the Low group; a lower corre-
lation.(rho=.640) was obtained for these two groups with respect to effective-
ness. Differences in judged effectiveness with respect to local policies such
as dress regulations and hair styles, Chinfograms, and the CRT film were major
contributors to the lowering of this correlation. The Low group considered
local policies and Chinfograms to be more effective and the CRT film less effec-
tive than did the High group. The Low group also considered local policies and
Chinfograms to be more important than did the High group.

When asked for information about advancements within their units, the High group
was able to call forth fewer records than the Medium and Low groups (Qll).

Three items of information were requested: (1) the percent who took the exam-
ination, (2) the percent who passed, and (3) the percent who passed but were

not advanced. A point was scored for each such item that could be produced by
individuals queried. As shown in Table 3-8, less information tended to be
available about non-designated strikers than about Petty Officers and Chief
Petty Officers.
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Table 3-8. Availability of Advancement Information.

Retention Rate Groups
Type of
Advancement High Medium Low
(N=9) (N=24) (N=12)
Non-designated
strikers 33.3% 62.5% 58.3%
Petty Officers 3389 75.0 66.7
Chief Petty
Of ficers 44.4 62.5 66.7

CRT members interviewed were also asked about how and with whom they coordinated
their retention efforts (Q32). As shown in Table 3-9, the High group was more
likely to coordinate through group meetings with the CIACs (Mn=2.50) and BUPERS
(Mn=2.00) than was the Low group (Mn=1.43; Mn=1.67). The Low group was more
likely to hold group meetings with the other agencies on the list than was the
High group. The High group also coordinated more frequently with CIACs on an
individual basis, by memos, and by telephone; with Recruiting, on an individual
basis and by telephone; with detailers, by memos and by telephone. In contrast,
the Low group coordinated more frequently with the Personnel Office, other
commands, and the TYCOM, and all methods tended to be used for these coordina-

tions.

3.3 NAVPERS FORM 1133/11 CHECKLIST

The results of the review of career counselor NAVPERS Form 1133/11 indicates
that these records may not be viewed as of major help to the career counseling
effort. Of the 15 units visited only eight CCCs reported that they maintained
1133s in their files, either filed in service records or separately. Two of
the CCCs actually used a card file instead of the 1133s for keeping these types
of information. These cards were examined and found to contain essentially all

of the same information as contained on an 1133.
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Table 3-9. Comparison Among Retention Groups Level of
Coordination With Other Organizations.l
Q32. How and with whom Group Meetings Individual Instruction Memos Phone Calls
are retention efforts [y pTMedium| Low |TotalfHigh|Medium] Low | Total]High|Medium|Low | Total] High|Mediuml Low [ Total
coordinated
Personnel Office 1.20| 2.21 |2.33| 2.04]3.50} 4.06 }4.27 | 4.0002.71| 3.41 }3.13| 3.19] 1.83| 2.78 | 3.00| 2.64
(N=25} (N=36) (N=32) (N=31)
Other Commands 2.17| 1.88 |2.50| 2.10}2.29| 2.06 |2.57 | 2.23}2.17| 2.00 {2.57| 2.18] 2.71] 2.56 |3.00| 2.69
(N=31)% (N=31) (N=28){ (N=32)
BUPERS 2.00| 1.19 1.673 1.44]2.00{ 2.13 {2.00 | 2.07§2.43( 1,56 [1.67} 1.79] 2.86) 2.79 |2.86| 2.82
(N=27) ] (N=29 (N=29) (N=33)
TYCOM 1.20| 1.67 |2.44| 1.83]1.17) 2.27 |2.57 | 2.11}1.33! 2.07 [2.33| 1.96] 2.14] 2.74 |2.75| 2.62
(N=29) (N=28) (N=27) (N=34)
Recruiting 1.20| 1.20 {1.38{ 1.25§1.71{ 1.47 |1.38 | 1.50j1.17| 1.33 [1.43| 1.32] 1.86} 1.79 |1.50| 1.74
J(N=28) (N=30) (N=28) (N=34)
CIAC 2.50) 1.36 [1.43] 1.63]2.50| 2.00 [1.63 | 2.00§2.00| 1.14 1.43 | 1.41}] 2.86| 2.36 |1.86| 2.36
(N=27) (N=27) (N=27) (N=28)
Detailers 1.40| 1.87 |2.14| 1.85]2.50| 3.13 [2.00 | 2.69]3.00! 2.38 |2.14 | 2.45] 4.13] 4.00 ]3.55| 3.90
(N=27) (N=29 (N=29) (N=41)
Fleet Commanders 1.20| 1.29 |1.57] 1.35)1.50( 1.71 |1.50 | 1.62]1.57) 1.67 {1.50 | 1.61}§ 1.43| 1.60 |1.50] 1.54
(N=26)) (N-261 (N=28) (N=28)

1Scaling was Never (1), Rarely (2), Occasionally (3), Often (4), and Very Often (5).
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In reviewing the available records, it was noted that except for name, Social
Security Number, required interviews completed, and some test scores, very
little information that was unique to any individual appeared on these forms.
Even when a CCC did use the 1133, any specifics recorded were in most in-
stances of minor consequence, while in at least several of these instances

the CCC verbally offered considerably more information about the individual.
When queried about the lack of recording, the CCC indicated that care had been
taken not to record anything which could in any way adversely affect the indi-

vidual--no matter who happened to see the 1133.

Actually, duplicate card files seemed to be the most effective method for
keeping records. Duplicate cards containing the same information as on most
1133s were made up. One card was filed in alphabetical order with an indi-
cation of the month the next contact was planned. The other card was filed

by the month when a contact was to be made. There was ample space on the back

of these cards to record all the information any CCC usually recorded on an
L3S

The CCCs indicated that they did not recall finding an 1133 in any incoming
service record and furthermore, they generally showed little interest in re-
ceiving one. CCCs reported that they would rather talk to the incoming person

and thus obtain their own information in the process of this conversation.

3.4  HUMAN RESOURCES MANAGEMENT SURVEY DATA

All units included in the sample under investigation had participated in a
Human Resources Availability (HRAV) period during which the Human Resources
Management (HRM) Survey was administered. Results of this survey for High,
Medium, and Low retention groups were obtained from the Navy Personnel Research
and Development Center. Only group results were provided in order to preserve
the anonymity of commands. These results were scrutinized, and thirteen items
were found to differentiate significantly as shown in Table 3-10. Seven of

these items dealt with supervisors, and of these, five concerned communications
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Table 3-10. HRM Survey Questions for Which Significant
Differences Between High and Low Retention Groups Were Obtained
and the Difference Between Means Was >.3.

Mean
Survey Item High Low
Group Group Diff

7. To what extent do you feel motivated to | 3.051 2.689 .362%%
contribute your best efforts to the
command's mission and tasks?

8. Do you regard your duties in this com- 2.765 2.380 < 385%%
mand as helping your career?

17. When you talk with your supervisor, to 3.739 3.424 «315%%*
what extent does he pay attention to
what you are saying?

18. To what extent is your supervisor 3.720 3.309 411%*
willing to listen to your problems?

19. My supervisor makes it easy to tell him | 3.423 3.016 4L07%%
when things are not going as well as he
expects.

21. To what extent does your supervisor en- | 3.224 2.887 «337%%
courage the people who work for him to
exchange opinions and ideas?

23. To what extent does your supervisor 3.817 35505 . 312%*
maintain high personal standards of
performance?

40. To what extent do you have confidence 3.493 3.099 . 394%%
and trust in the members of your work
group?

46. The members of my work group reflect 3.128 2.668 L460%*
Navy standards of military courtesy,
appearance and grooming.

49. All in all, how satisfied are you with 3.654 3.279 «375%%
your supervisor?

53. How satisfied do you feel with your 2.860 2.533 «327%%
chance for getting ahead in the Navy in
the future?

77. To what extent would you feel free to 3.454 3.082 «372%%
talk to your supervisor about an alcohol
problem in your work group?

83. Do you consider the effect of your be- 3.405 3.104 .301%*
havior on how people of this area view
Navy personnel?

**p <.01
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with supervisors, one with standards/discipline, and one with satisfaction
with supervisor. Two items dealt with work group--standards/discipline and
confidence/trust; two with career--getting ahead and duties helping career;
and one each concerning the areas of motivation and community relationships.
In every case, the High group means indicated a more favorable organizational
climate. For two of the HRM survey indices, significant differences were also
obtained with a difference between means >.3. These were Supervisory Support
(High, Mn=3.67; Low, Mn=3.32; p <.0l) and Discipline (High, Mn=3.17; Low, Mn=
2.80; p <.01). These findings support results reported in Table 3-10.
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SECTION 4 - DISCUSSION

Results of the Command Retention Team (CRT) study are discussed in this section.
The evaluation design called for comparison of results obtained from CRT mem-
bers--the career counseling delivery system--with results obtained from enlisted
personnel--the client population. Comparison with results of the analysis of

a sample of career counselor records (NAVPERS Form 1133/11) and comprehensive
results from the Human Resources Management (HRM) Survey were also included in
the design. The latter results were aggregated for the High, Medium, and Low
retention groups, as defined and discussed in Section 2 and Section 3 of this
report. Each of these types of results will be discussed separately, followed

by a discussion of comparisons across types of data.

With regard to the enlisted personnel sampled in this study, the High, Medium,
and Low groups did not differ significantly with respect to organizationally-
related demographics. These personnel tended to be in the lower pay grades
(Mn = 3.68), to have served in the Navy almost four years (Mn = 45.69 months),
and to have been assigned to the command a little over a year (Mn = 14.04
months). Thus, the sample tended to be drawn from personnel serving in their
first terms of enlistment. These personnel are less likely to reenlist than
personnel serving in other terms of enlistment and they are a population tar-
geted for attention according to Career Counseling Program policy. When asked
if they had received a career counseling interview before reporting aboard the
present command only about one-third (36.5%) of this sample responded Yes.
More of those in the Low retention group had received such an interview (47.5%)
as compared with the High group (19.0%). On the average the sample had been
in the Navy about two and one-half years (31.65 months) longer than they had
been assigned to their present commands. Some of this time was spent in Boot
Camp and additional amounts probably spent in other schools. However, all
personnel should have received a Reporting Aboard Interview upon arrival at

their present commands.
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Responses to a question specifically addressing the Reporting Aboard Interview
showed an even more marked pattern. Most personnel in the Low group (71.2%)
said that they had received such an interview, while relatively few (16.7%) in
the High group gave a similar response. Either these interviews were adminis-
tered informally and thus were not perceived by personnel to have been genuine
individual interviews, or they had not been administered. Less than half (44.6%)
of personnel sampled reported that they had had an individual career counseling
interview at their present commands, and of these, about half (44.4%) said they
had received more than one such interview. Of the 87 who indicated the amount
of time that had elapsed since their last individual interviews, four-fifths
(80.5%) said that it had occurred less than a year ago. On the other hand,
almost two-thirds (647%) of the total sample (N = 242) were able to make a judg-
ment as to whether the information covered in their most recent interview was

of major interest to them. Of those who made such a judgment, almost two-thirds
(62.67%) said Yes=--the information was of major interest to them. Respondents'
perceptions were that the career counselor seemed somewhat interested in them

as an individual. Excepting for the Reporting Aboard Interview, relatively few
personnel had received group interviews 18 months after joining the Navy (9.0%)
or 10 months before Expiration of Active Obligated Service or Projected Rotation
Date (12.9%). These findings appear to indicate that career counseling may tend
to be unequally distributed across the potential client population of enlisted
personnel, with a relatively large proportion of enlisted personnel failing to
perceive that they had been individually counseled, if indeed they were. How-
ever, when such interviews took place, the information covered appears to have
been well targeted in terms of interest for most of the personnel counseled.
Usage of multi-media counseling materials appears to have been rather limited,
at least for units sampled in this study. (See Grace, Steiner, Holoter, Provenzano,
and Copes [1976] for additional study results concerning these materials.) In
descending order of judged amount of time spent, the enlisted personnel sur-
veyed tended to feel that command career counselors spent their time (1) per-

forming other duties, (2) holding individual interviews, (3) performing
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administrative duties, and (4) conducting group interviews. Perhaps one reason
personnel tend to report that they have not been counseled concerning their
careers is that counselors are spending a considerable amount of time performing
administrative and other duties. Another reason for the large amount of time
perceived to be spent on other duties is that enlisted personnel fail to dis-
tingulish between full-time command career counselors and collateral duty career
counselors. Only about one-fifth (21.9%) of the total sample reported that
their command career counselors spent time counseling wives. Of these, almost
two-thirds (64.2%) reported that the counseling of spouses took less than twenty
percent of their career counselors' time. Counseling of spouses appears to be
an activity less frequently engaged in by career counselors than might be
desirable from the Navy's point of view. (See also Grace, Steiner, and Holoter
[1976] for additional information about the counseling of Navy wives.) Enlisted
personnel surveyed tended to feel that they were somewhat less than adequately
informed about Navy programs and benefits, although their counselors ﬁere rela-
tively easy to contact. All of these findings taken together tend to indicate
that despite increased CRT efforts, enlisted personnel and spouses are still

not being adequately counseled with respect to Navy career growth and develop-

ment opportunities for enlisted personnel.

Expectations concerning the attitudes and actions of others concerning reenlist-
ment also have an important bearing on retention. The sample surveyed was

asked what they expected would happen if they were nearing their Expiration of
Active Obligated Service (EAOS) date. Most expected that (1) their counselor
would provide them with factual information concerning Navy programs and provide
civilian references to help them decide what was best for them as individuals
(61.0%) and (2) shipmates would make a lot of wisecracks about shipping over
(69.9%). Opinions were about equally divided with regard to what personnel
expected their supervisors would do, as follows: (1) supervisor would have
already made arrangements for an appointment with the career counselor (33.9%);
supervisor would suggest seeing the career counselor on personnel's own time;

and (3) neither of the above (35.6%). Degree of expectation was about the
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same for counselors, shipmates and supervisors. These findings indicate that en-
listed personnel surveyed tended to expect career counseling to be informational

in nature, with only moderate backing from supervisors for these efforts. Personnel
also tended to expect considerable peer pressure against their reenlisting.

These expectations, if fulfilled, would account for some of the difficulty the

Navy is experiencing in retaining adequate numbers of quality enlisted personnel.

With regard to interest in obtaining additional information, personnel sampled
were more than moderately interested in obtaining information about all areas
listed except for family housing. Since many first-term personnel are single,
this finding is not surprising. In descending order of interest, greatest
interest was expressed concerning (1) amount of money personnel could expect
to earn in the future, (2) medical and dental benefits, and (3) educational
and training opportunities. These results tend to indicate that enlisted per-
sonnel sampled would be very receptive to personalized counseling in these
areas provided CRT memebers could manage to extend delivery of counseling to
all enlisted personnel. In commands with lower retention rates, enlisted
personnel tend to perceive that the command career counselor was the focus of
most retention tean activities. In commands with higher retention, these

activities tended to be perceived as shared by CRT members. While the 'team

effort" and "

chain of command" aspects of these findings should not be over-
looked, the fact remains that a wider variety of resources are applied to
counseling enlisted personnel in commands where these activities are shared
among CRT members. In addition, personnel in the High retention group tended

to feel that Division Officers and Lead Petty Officers were those who really

got results for them. Thus, it can be inferred that satisfactory results-
oriented outcomes tend to improve personnel satisfaction which, in turn, tends
to lead to increased retention. When Division Officers and Lead Petty Officers
are heavily involved in a command's retention effort, results of this effort may
tend to be received more favorably because personnel tend to feel that their

expectations have a greater chance of being realized.
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Findings obtained from interviewing CRT members tended to support results
obtained concerning enlisted personnel's perceptions and beliefs about career
counseling. Individual counseling sessions were reportedly held less often
by the High retention group CRT members than by the Low retention group CRT
members, except for the MCPOC. Group counseling sessions were reported to

be held infrequently excepting for command career counselors in the Low
retention group. At the most, wives were counseled or briefed only occasion-
ally. Although all retention groups rated the Career Counseling Manual and
BUPERS Instructions to be almost critically important, differences with
respect to judged importance and effectiveness of other retention aids and
materials were obtained. The High group tended to rate Careergrams, SecNav
Instructions, the CRT film, 'Absent Without Incentive," and brochures of
higher importance; the Low group rated local policies, Chinfograms, and decals
of higher importance. The aids and materials judged to be more important by
the High group also tended to be more organically related to an effective
retention program environment than did the aids and materials rated as more
important by the Low group. However, in general the High and Low groups
tended to be In close agreement with respect to the relative importance of
these aids and materials; their agreement tended to be somewhat lower with

respect to the effectiveness.

Coordination patterns tended to differ for the High, Medium and Low retention
groups. The Low group tended to hold more group meetings, except for group
meetings the High group held with BUPERS and the CIACs. The High group also
tended generally to coordinate more often with the CIACs and to write memos
more frequently to BUPERS. The Low group coordinated more frequently with
other commands and the TYCOMs than did the Medium and High groups. The High
group also tended to write more memos and make more telephone calls to detailers.
These findings tend to indicate that the Low retention group might have been
spending more time in coordinating with agencies who were less likely to

help them solve their retention problems than was the High group. These
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findings are tentative and need to be explored in greater depth before an

exact determination can be made in this area.

Results obtained from the NAVPERS Form 1133/11 review tend to show that record
keeping using this format tended to be less than optimal. A card system con-
taining locally generated data appeared to be a feasible alternative to the
NAVPERS Form 1133/11. However, this and other alternatives need to be explored

before another method is substituted for the present method.

The findings obtained concerning the HRM Survey are very encouraging. Some

of the survey items for which significant differences between the High and

Low groups were obtained provide actionable clues as to how the retention
environment can be improved. More specifically, in order to improve the
retention enviromment, actions should be taken such that enlisted personnel
tend to perceive the following: (1) supervisors pay attention to what en-
listed personnel are saying when personnel talk with their supervisors,

(2) supervisors are willing to listen to enlisted personnel's problems,

(3) supervisors make it easy for their personnel to tell them when things

are not going as well as expected, (4) supervisors encourage people who work
for them to exchange opinions and ideas, (5) supervisors maintain high per-
sonal standards of performance, (6) supervisors create an atmosphere in which
personnel feel free to talk about problems, such as alcohol problems, in the
work group. In addition, if work group members reflect Navy standards of
military courtesy, appearance, and grooming and if duties in the command

are regarded by individuals as helping their careers, retention is likely

to be higher. These areas are amenable to improvement through actions that
can be taken by the command with the support of the Career Counseling Program,
the Human Resources Management Program, and the Leadership and Management
Training Program. The thrusts of these three programs need to be combined into
an integrated appraoch for solving the Navy's retention problems. By improving
CRT members' abilities to set objectives, establish priorities, and manage use

of their own time and resources, the effectiveness of command retention team
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efforts could probably be improved. By fitting CRT efforts more closely

within the command structure and taking advantage of the chain of command to
obtain as many career-related results as possible for personnel, the command
retention environment could probably be also improved. As a result of these

combined improvements, Navy retention should be increased.
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SECTION 5 - CONCLUSIONS

This section presents conclusions drawn from the Command Retention Team study.
Recommendations growing out of these conclusions appear in a separate report

by Grace, Holoter, Provenzano, Copes and Steiner (1976) which integrates find-
ings from the Command Retention Team Study, the Navy Wives Study, and the
Career Counseling Multi-Media Evaluation Study into a single set of Phase 3
research recommendations. Because certain aspects of this research were repli-
cated across studies, related conclusions have been drawn in these three
studies. By combining study recommendations into a single report, appropriate
weight can be assigned to recommendations based upon conclusions drawn from

more than one study. Conclusions from this study were:

Conclusion 1, Most CRT members appeared to be knowledgeable about counseling

and interpersonal interaction skills which place interviewees
at ease. Many CRT members profess to practice these skills

when performing retention-related activities.

Conclusion 2. Most CRT members appeared to view group interviews unfavor-

ably. Stated reasons for not conducting such interviews

were that they tended to interfere with operational require-
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