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main DOD personnel and manpower laboratories; academic scientists; and
contractors currently working on attrition-related matters. The meeting
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sessions in which technical papers were presented; c¢) small workshop
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discussion by flag officers; and e) a final session in two parts: comments
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(Manpower and Reserve Affairs) and the Office of the Director of Defense
Research and Engineering.

This Is the first of two reports on the conference. It contains an
abstract of the keynote address, the technical papers that were presented, and
summaries of the 0SD talks. A second volume summarizes the observations and
recommendations coming out of the papers, the discussants' remarks, and the
workshop sessions.
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PREFACE

During April L4-7, 1977, the Office of the Secretary of Defense and
the Office of Naval Research co-sponsored a Conference on First Term
Enlisted Attrition. The purposes of the meeting were: a) to review
what is known about attrition in the Services—its magnitude, current
trends and costs, and how it is managed; b) to learn about relevant
research—both inside and outside of the DOD—that deals with attrition;
and c) to identify gaps in our knowledge that could be addressed by
new R&D.

Participants in the conference included uniformed representatives
of each of the Services; civilian scientists and research managers from
the main DOD personnel and manpower laboratories; academic sclentists;
and contractors currently working on attrition-related matters. The
meeting consisted of five types of sessions: a) a keynote address; b)
general sessions in which technical papers were presented; c¢) small
workshop meetings providing the opportunity for informal discussion; d)
a roundtable discussion by flag officers; and e) a flnal session in two
parts: comments by a half-dozen discussant-critics and papers by repre-
sentatives of the two principal sponsors within 0SD, i.e., the Assistant
Secretary of Defense (Manpower and Reserve Affairs) and the Director of
Defense Research and Englineering.

Two reports are being published. The first=~this volume—contains
the papers that were presented and summaries of the 0SD talks, The
technical papers, in the interest of an expeditious schedule, are
reprinted exactly as they were submitted, The order of thenr appear-
ance her: follows that of the meeting. (The conference agenda Is
reprodu.ad on the next pages; In a few cases, titles have been modified
slightly subsequent to the meeting.)

The second volume summarizes the research and polIcy recommenda= -
tions that came out of the conference.

H. WALLACE SINAIKC
- Smi thsonian Institution
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DOD/ONR Conference on First Term Enlisted Attrition

Xerox International Training Center, Leesburg, Virginia - April 4-7, 1977
PROGRAM
Monday, April &4
PM
4:30 Registration
5:30 Dinner
8:30 Keynote address
It's a new ball game: changing Prof, Charles E. Moskas
expectations of military service ‘Northwestern University
Tuesday, April §
AM Chairman: Or, Glenn L. Bryan, Office of Naval Research
8:30 Introduction, welcome, Dr. H. Wallace Sinaiko
objectives, modus operandi Smithsonian Institution
First Term Enlisted Attrition in the DOD :
]
8:45  Trends in DOD attrition - Dr. AL J. Martin _ .
‘ "0ffice of the Assistant
Secretary of Defense (MGRA)
9:h8  Gatekeepers: first turm onlisted Hr. Cralg Foeh and
attrition policier & practices Dr. Nicki King ,
‘ o The Rand Corporatien
10:30 ' BREAK
10:45 The Army and attrition ‘ ' HAJ Arthur A, Schulcz, USA
Training and Doctrine Comnand -
W15 Camadian forees!' solutions to HAJ 1. N, Evenic '
- attrition A Canadion Personnel Applied
, _— Research Unit
12:00 LUNCH
PN Organizational Factors = Chairman: Or. Bert T. Ring, ONR
Attrition: the absorption and _ Bean David Gottlieh

I:SQ

integration of newconers University of Houston




Tuesday, April 5, continued

PM

Organizatiopal Factors, continued

2:00

2:30

3:00
3:15

3:45

4:15

€% | 4:45

Organizational commitment and
personnel attrition

Post high-school drop-outs
(and stayers)

BREAK

Individual differences, organiza-
tional characteristics, and
environmental influences on
voluntary termination decisions

A longitudinal study of enlisted
personnel attrition in the U.S.
Marine Corps: preliminary
recruit training results

Exploratory development research
of U.S. Navy/Marine Corps
personnel = Phase |: factors
affecting attrition

ADJOURN

7:30 Norkshogs

Wednesday, April 6

AN

8:30
9100
9:30

10:00
10:15

Prof. Richard M, Steers
University of Oregon and
Dean Lyman W. Porter
U. of California, lrvine
Prof. David R. Segal
University of Maryland, and
Dr. Jerald G. Bachman
University of Michigan

Prof. Charles L. Hulin
University of 1linois

Profs. William H. Mobley,
Herbert H. Hand, and
John E. Logan

University of South Carolina
Dr. Marshall G, Greenberg and
Nr. Jerry McConeghy

Booz, Allen Applied Research

Job Factors = Chailrman: ‘Dr. Robert W. Stephanson, Alr Ferce Human

Resources Laboratory, Lacklaond AFB

Job changing bzhavior of young men
tn the eivilian labor market

An industrial experiance: what
drives attrition?

“Oregantzational effectiveness and

military porsonnel ateeition:
DOD wmanagament, policy, roeseacch

Issuas, and some military service

alternatives
BREAK
Rinimizing adjustment problems and

attrition rates of minority
wilitary Fiest term anlisted man

-—a
-
-

Prof. .ndrew |, Kohen
Hadison College

Hr. Millian Belknap
Xarox Corporation

Dr. Ralph R, Canter

" Army Research Instlitute

Prof. Louis 1, Jenking
Pepperdine University
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Wednesday, April 6, continued

AM Job Factors, continued

10:45 Psychological coping skills and the Prof. Irwin G. Sarason

reduction of attrition among University of Washington
military personnel
11:15 Quality and requirements - a step ILT Jack R. Dempsey and
toward reconciliation CPT Jonathan C. Fast
AF Military Personnel Center
11:45 LUNCH
PM

1:30 Round Table: Management Actions to Control Attrition = Chairman:
Dr. Robert J. Lundegard, Office of Naval Research

Major General Bennie L. Davis, USAF
Director of Personnel Plans
Vice Admiral John G. Finneran, USN
Deputy Assistant Secretary of Defense (Military Personne! Policy)
Briyadier General Richard €. Schulze, USMC
Director, Manpower Plans and Policy Division
Rear Admiral William R. Smedberg, 1V, USN
Deputy Chief of Naval Personnel for Personnel Planning and
Programming
_ Major General Paul S, Williams, USA
Director of Military Personnel Management

3:30 BREAK

Cost Factors and Field Studies - Chairman: COL Tyrece Newton, Alr
Force Human Resources Laboratory, Brooks AFB

BT Navy voluntary release pilot -~ De. Robert V. Guthrie
program Navy Personnel RED Canter
A4:18 - Parsonnel effoctiveness in thc ‘ Dr, E. K. Eriec Gunderson and
' ~ald volunteer Novy . Hs. Aane Holberg
) savy Health Research Conter
4:4s Attrition costs in the Navy and Hr, Donie) F. Huck and

Harnﬂes , _ - Heo Date Hidlaw
e ’ Goneral Research Corporation
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Thursday, April 7

AM individual Factors - Cheirman: Dr. Jay Uhlaner, Army Research
: Institute ‘
8:30  Selective overview of NPRDC Dr. Martin F. Wiskoff B
enlisted attrition R&D Navy Personnel ReD Center -
9:00 USAF attrition trends and identifi-  Dr. Nancy Guinn -
cation of high-risk personnel AF Human Resources Laboratory !
9:30 Predicting attrition: a test of Dr. Robert F. Lockman and ;
“alternative approaches Dr. John T. MWarner -]

Center for Naval Analyses

A
10:00 BREAK R
4
1Q:15 Research developments and new Dr. Myron A. Fischl ,i
dimensions of potential Army Army Research Institute A
attrition !
10:45 Quality of Marines: test scores, Dr. Warren T. Matthews i
personal data, and performance Center for Naval Analyses
V115 Increasing the retention of Army Dr. Robert F. Holz and
volunteers: meaningful work may Dr. E. M, Schreiber
be an answer Army Research Institute
11:45 LUNCH

g% PM

1130 MWrap-Up - Chairman: COL Menry L, Yayler, Office of the Director of
" Defense Research and Engineering :

Discussants:

Dr. E. Ralph Dusek, Army Reseovch | o : : o
Arnay Rosearch Institute ' : -
erof. George M, Guthrie
The Ponnsylvonia Stote University ‘ o : ' T
Prof. Jack Luadingky o - : , ‘ ‘ R
i _ The University of Wiscons in ' : o o R
b _ , ~-0r. Howard MeFapn : B
S  Human Reseurecs Rescareh Orgonizat-an
- Prof. Robert D. Pritehard
“ Purdue University
Or. Lonnio D, Volantine, Jr.
Ale Forco Numan Resources Laboratory
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IT'S ATNEW BALL GAME: CHANGING EXPRCTATIONS OF- MILITARY SERVICE %

Char.es C. Moskos, Jr.
Northwestern University

“me of the main presumptions of the all-volunteer force was that,
.with longer-term enlistments and professionally committed service members,
there would be less personnel turnover than in a military system which was
, heavily reliant on censcriptees and draft-motivated volunteers. This has
*u turnad out not to be the case. In a sense. the all-volunteer force has
" become something of a revolving door. Five years after the termination of
selective service, the armed forces are confronting what they regard as
unacceptably high rates of attrition—that 13, enlistees who do not com-
plete their. first term of service.

- Our understanding of military attrition may be informed by noting
~ contrasts in the attitudes of the typical draftee in the peacetime era of o }
the late 1950's and early 1960's with those of the typical volunteer of the 2
“late 1970's, In somewhat overstated terms, the salient dlfferences can be ?
described as follows: §:
Peacetime lraftee New Volunteer E
Entered military reluctantly Enters military as an alterna- ﬁ
-“and thereby not subject to - tive to limited options in -
profound disillusionment civilian life; regards military
after service entry; accepted - in instrumeatal terms of "what
nilitary service on its own ean it do for me?," ¢.g., skill
terms. . . training, education; sublect to

post-entry disillussonment if
expectations are not met.

Highly valued clean record If disillusioned, wants out

and good discharge. regardless of fype of discharge
(though may later ragret lack
of guod discharge).

Willing to put up with petty Move concerned with nelf-
- harrassment. dignitys quicker to take
exception to harrassment.

Regoarded overseas assipgnment Regards overseas assignment as
as poventially enriching. ©an imposition.

The sum of the above typology 1s to direct attention toward the kinda of
expevtations and behaviur of the new velunteer which can lead to high
lovels of attrition,

Four perspectives have been advanced to explain milltary attrition.
Boch of the perspectiven suggeuts certain avenues of dealing with the

% Abatract ol keynote wldress
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attrition issue. (1) A cultural view suggests that there have been funda-
mental changes in the larger American society which impinge on the
likelihood of attrition, e.g., the lessened appeal of military service, a ’
less tractable youth. (2) A sociological perspective emphasizes the differ-
ing propensities of subgroups in the population—e.g., regional, econcmic;,
educational, racial—to have higher or lower probabilities of attrition

(and therefore suggests target areas for recruiting). (3) A psychological
approach seeks to identify individual traits which can predict the likeli-
hood of attrition. (L) An organizational perspective focuses on the
qualitiec =f the military system which exacerbate or reduce the likelihood
of attrilion. Of course, all four perspectives can be usefully employed,

but observers and students of military personnel typlcally tend to empha-
size one approach over the others.

Whatever the explanations aud remedies of attrition, it is essential
also to remember that the attrition phenomenon is at least as much an out.
come of changing policies and procedures of military separation as it is a
reflection of objective changes in the quality and composition of the
entering enlisted force. Finally, a sense of perspective is required to
remind us that the consequences of attrition are not necessarily alwsys
negative.




TRENDS IN DoD FIRST-TERM ATTRITION ..

A A. J. Martin
.- Office of the Assistant Secretary cf Defense
= (Manpower and Reserve Affairs)

This paper discusses Department of Defense (DoD) attrition in o . ¢f4
terms”bfaDoD«wide attrition trends, costs of first-term attrition - »
'¥;and 1ts relation ‘te All-Volunteer Force (AVF) prospects as the

recruiting challenge-becomes more difficult in the 1980s. The

“emphasis will -be on‘attrition statistics, DoD-wide.l/

‘The Congressional Budget Office recently released a report on E
Defense manpower. One Issue addressed in some detail was first-
term attrition: | |

"Reduced First-Tern Attriticn

A principal reason for increased turnover is aftrit*on
durinr the firgh tern of scvvice, vhich hag Increased {rom.
approximately 23 to 37 percent in the last four. yeaﬂe The -
EE binugt incvcauk 02 curred in fiscal year 1974, . } Lo Ce

“The 1ncrease in flrst- bnrﬂ attribion re%u‘tg fr@m “the

. " new administrasive ‘discharee pvocedure .that make Iiv peseible '
s fj. RA separate personnel’ priar LO the end &r the term of scrvice.. .
L The new precedures were prompted by the report on the [isesl ' .

- year 197& Lepartment aff-Defense appropriations bill by the
‘THouge Ap;?spriabgehn Commivtee that ureed simplified procsdures”
For dlaeharsing "Marpinal Perfovaera’ who have werved av least -
, oHg.ycar after dnﬁjiq;,tr“iu4nb Farh of the cerviced has now
P adaptﬁd dugh prosrams, -thoush administravive provisions dlffer
- © v by servise and alsg uif“er to: somg d;g"ee ;rﬁm the- COhmitceﬁ
SO uutﬂQSLiQﬂé.

u;l While the admihigtrati ' pvoviuiona diixor in miner waye, e
the siae ef Lhe prOQra. di??ers in:a majov‘may from EhQ'QFLFiﬂ3l N

\

ii‘"he“ﬁainar ts indcbt d to. Dr r1§ F yer‘ oaeb(t Rﬂ), DASD(HPP), .
“who is rainly pespongible Tor the 3vailabiliny'01 the- annribion . X
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ﬂintent of the Appropriations Committee, The Committee sursested

" a goal for marginal performer discharres of §,506 fer fiscal
year 1974, The increased losses during the [irst term for DoD
are estimated to be in excess of 40,000 per year for fiscal

years 1977-1982, more than six times the Committee guidelines."g/

The Department of Defense agrees with CBO that reducing
enlisted turnover is an important objective. However, we disagree
concerning the extent to which turnover can be improved,

It 1s true that more military people are being released
before completion of their initial enlistment obligation now than
during the QPaft. This attrition 1s expensive and disruptive, but
represents a serious manpowver dilemma. In an all-volunteer force,
it often does not make sense to force people to stay in a service,

We have found that such practices are more expensive than releasing

troubie makers early in thelpr military career and recruitine and
training replacements., Yet, an "easy-~out" volicy encourages nany
people who are not happy in the military, but do a good job during
thelr tour, to seek release before tour completion. This adds

costs and reduces readiness.,

The Challenze of the 1980s

- i.2., high first-term attrition -- must be viewed

AttPitiog

'in tho context -of its costs and the challenges to AVF recruiting

't_ngreS§ﬂteé;@y bgph aldecliningiyouth population in the 1980s and
>athe'11keliho&ﬁ.offan imgroving economy maklng reeruiting more

v

idifP{culﬁgia i;ii

gk "The Cost of‘bqf&n&e_ﬁénﬁowér: Iasues for 1977", Conpressional
" Budgev Office budpet lssue Paper, Jonuary 1977, p. 26.
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The future active force recruiting picture appears

increasingly challenging. The declining youth populatlion projected
for the 1980s has focused attention on the question of the viability
of the volunteer force during the next decade. The main questions
appear to center on the Services' abllity to recruit in the face of
a declining youth population base and possible lower unemployment
rates in the 1980s.

We know that the number of eighteen year old men in the

United States will decline after 1980. By 1985, the number of
3 - elghteen year old males will have declined gradually by about one-

third of a million, or 15% less than in 1976. By 1992, the decline

g B will have totalled more than one-half willion, or 25%,

- -

fg ¥ More intense competition for high school diploma graduates 1s
3 é.g likely.

High school graduates are the preferred recruits., HNon-
graduates are twlee as likely to be separated early than are high
school graduates, Accession quality is an important determinant
of first-term attrition. It takes more recruiting effort to
recrult quality diploma graduates. A principal reason that the 7
Services are requesting added recruiting resources in FYT7 and FYT&
is to increasé the recrultment of high school graduates now. %he
objective 1s (o take advantage of the market that 1s still available,
before the deeclines in the youth pepulation take full effeect, If

successful, this should tend to reduce future accession requirements.
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Beyond improving accession input quality, all management
options will continue to be evaluated to reduce accession require-
ments. Obviously, our attrition rates are a matter of serious

concern, and our efforts to reduce them are continulng.

In view of the high attrition and high accession qualiuvy, tie

hard question is, "Why pay more in recrulting costs to attract quality

enlistees?"

Clearly, recruiting quality enlistees 1s becoming marginally
very expensive and this will increase dramatically unless the require-
ment for high quality male accessions can be reduced as the market
declines, Reduction in attrition 1ls one management option that
must be addressed. |

Attrition Costs

RBeyond direct budeet costs assoclated with high attrition,
indirect, but real, costs in the ferm of an additienal "failure
experience” for young people and in the form of nepative attltudes
held by prior service personnel must not be overlooked. MNerpative
and eredible information about military servieec experiences anong
large numbers of prior service personnel can only make recruiter

and advertising efforts that much more difficult.
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Preliminary work done in my office points to sizeable potential
cost avoldance if attrition can be lowered substantially. Cost
avoidance would come in tralning, unrecovered pay, transportation
and recruiting. If man-year ylelds per enlistee could be achieved
comparable to the average of today's yields (with high attrition)
and yields of the pré:Vietnam period (with low attrition), the
cost avoidance would be about $180 million per year.

Beyond these sizeable attrition cost Implications, the
sustainability of the AVF in the face of the declining market
is obviously related to our ability to implement effectively
some mix of management optlons to reduce male accession requirements

and/or increase supply by:

increased use of women,

increased use of civilians,

increased use of career force personnel,

1
I

improved recrulting efficlency,
-- lower mental/physical standards,
and importantly, 1f not most lmportant,

-= reduced first-term enlisted attrition.




Attrition Trends

Turning to DoD-wide first-term attrition statistics, the

first chart provides 1information on the causes --
CHART 1

for attrition during the first two years of service for four
fiscal year entry groups. Note that we have excluded attrition
associated with completion of term of service, as well as entries
into officer programs. In this and other charts you will see,
"percent attrition" is based upon two things: first, the number
of people who make up the entry cohort, and secondly, the number
attriting from this entry group after entry into service. These
data are current as of 30 June 1976.

As you can see f{rom the first chart, "Behavior and Performance”
reasons are the primary cause for attrition among men, but among
women "Qther Attrition", which is principally for marriage and
pregnancy, 1s an important factor.

Among FYT1 enlistees, the attrition rate at the two year mark
for women was about double that of men. The rise in male attvition
over the next three fiscal years, however, and the declline for
females over the same period, have succeeded in bringing the rates

pretty close toge . er for the two groups.
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It should be noted, however, that the decrease in attrition

among women has been primarily in respect to marriage and pregnancy.
It 1s possible that part of this type of attrition may have been
moved into the third year of service due to changes in attrition
policy which now permit pregnant service women to stay on in service

1f they so desire.

Medical attrition for males and females has remained fairly
stable over the four fiscal year entry group. The primary reason
for dlscharge in this category is for conditions existing prior to
service -~ EPTS discharge. It may also include a number of
individuals whq show behavorial problems, but for whom 1t Is more
convenient to use medlcal reasons for discharge purpcses. HNote
that male attrition for medical reasons has bLeen about double
that of females. We do not know why this is the case. It should
be an area of research attention.

The relationship between attrition and length of service is

shown in the next chart.

CHART 2

While attrition rates have been increasing for males during the

first six months of service, it does not seem to have resulted in
reduced attrition during either the second six meonths of wervice or
in the second year. Among wemen, the trend 1s not 100 clear -« but
sugpests that whatever ls assoclated with reduced avtrition among

women appears to be ocecurring somewhat later in service.
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The relationship between high school graduate status and attrition
is well known for males. The next chart shows a similar relationship

for females as well.
CHART 3

GED entrants have been combined with non-high school graduates,
since most studies show that they generally perform and behave
more like this group than high school graduates. Most of the non-
high school graduate women entered service with a GED.

These data generally support the hypothesis that the ratio for
attrition between non-high school graduates and graduates is about

2=to~1 == regardless of the overall attrition rate. The minor

deviation from this for women (after looking at more detailed data)
would appear to result from the fact that attrition for pregnancy

and marriage occurs with about equal frequenecy among high school
graduates and non-graduates. When attrition for behavior and perfor-
mance reasons 1is looked at separately for women, the hypothesis
appears to hold true.

In any case, thses data clearly show that the trend for increased
attrition among men and decreased attrition among women occurs after
control for educational level. Increasing male attrition is also
seen when we control for AFQT aptitude score and educational level

simultaneously, as shown in the next chart,
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CHART 4

Results from attrition research of the 1950s are relevant
today in at least one respect -- male attrition rates among the
highest aptitude non~high school graduates are higher than that of
the lowest aptitude high school graduates.

In the next two charts, we are controlling simultaneously for
educational level, sex, race, and AFQT. Withonly a few irregularities,
the increased -attrition over time persists -- even after control for

all these variables,

CHART 5

CHART ©

The next chart provides some comparative data from the previous

two charts.
CHABT 7

The relationship between AFQT and attrition appeérs stronger among
non-blacks than blacks,
Analysis of aptitude data for women has not yet been conpleted,

so we do not know what will be found here.
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Invrespecﬁ to attrition trends when sex and race are both

"taken into account,

CHART 8

we see that attrition rates among women run higher for non-blacks : \
than blacks. : o - - 3 .

More detailed analysis of these data show that black women
are belng discharged less'frequently thanfnén—black women for ' . é~

marriage, pregnancy, behavior, and?parformance“peasoqsf
CHART 9

Chart 9 shows the importance of policy as a factor relating to
attrition -- a more importantlvariable than educatichalllevel or
aptitude. 1n a regression equation (Lf we were only forturate
gnough to have the data available to us), it is quite possible that

year of entry would emerpge as the number one variable in predicting

attrition -- and the most reasonable explanation for this finding
would appear to be that different management policles toward
attrition have been in effeet over the yeara; An aceession under
Project 100,000 during 1967 had a higher probability of completing

two years of service than an accession durlng FY7Y. As a matter

of faet, the Project 100,000 maa with an attrition rate of l2.2%

was more Mialy to finish two years of service than a FYT4 accesalon




who was a high school graduate AFQT, Catégory I and II. The rate
for the latter accession was 16.3%. This ¢ould only be accounted
for by policy differences.
So, what appears to have happened, 1s that managementbphilosophy,
policy, and practice have changed markedly over the years in the

handling of motivational, behavioral, and performance problems amons

*
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enlisted personnel. Personnel quality control through avtri
rather than other manapeunent techniques. appears to be beconming
dominant. While this approach would be coétly even if the manpower
supply were unlimited, under current and-prajected manpower paQl
conditions, it can be extremely damaring,

Where do we po from here? Our researchers would prebably
want to conecentrate thelr resources on the persennel selection z2ide,
looking for the unmined vardance stlll to be aceounted fer Ly new
pre-service predictors, or more sophlstieated statistieal trasiment
of the data already available., %There probably 13 some pain %o be
accomplished here, and these efforta should Le encouraped., The
most promicing approach ef this type would be to lovk among those
who do not mreet curpent entry standards to gee I woe are @x@ludina
some who do have egual or higher petential than thage now eoning
in. Reparding the deveolopnent of additional seleetien inssruﬁénas
to eut down Hhe available manpower supply, this would appear 2@4 7u7‘

have limited utility in an inereasingly tight reerulting market.

13




The major ccentribution to reducing attrition most likely
comes from the organizational side, It is 1likely that when attention
'ié focused on units, we will find sizeable differences among the
units with respect to attriticn, misbehavior, and poor performance;
ana this will be over and above differences among the units in the .
quaijty of people that they have. The identifieat on ¢f factors
differentiating between high and low attriting.units, and use o¢f
this information for develeping improved management techniques would
seem to be an important and logical way to go. The Military
Services have always emphasized the importance of good leadership

at all manapenent levels, Let's pel turned on to this part of the

-problem. It 1s whore we stand Lo psaln considerabiy.

Thank you.
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CHART 1
- MALE AND FEMALE ENLISTED PERSONNEL, ALL MILITARY NS
SERVICES: ATTRITION RATES DURING FIRST TWO YEARS OF S 4
MILITARY SERVICE—BY SEX AND CAUSE OF ATTRITION g
(FISCAL YEARS OF ACCESSION : 1971-1974)
PERCENT ATTRITION ’
- BY YEAR UF ACCESSION S
CAUSE OF ATTRITION FYITI[FY 1972 [FY 973 [FY 1878 = -
TOTAL 7. w7 23 2886 W1 2
MEDICAL [ 1 I SR W N ¥ S
DEPENDENCY-OR HARDSHIP 13 &1 11 0.6 4
DEATHS 0.3 0.2 0.2 0.2
FAILURE TO MEET MINIMUM S 3
BEHAVIORAL OR PERFORMANCE
" CRITERIA Mo w1 173 ns
P OTHER | 20 28 17 20
- | | FEMALE B :
o TOTAL 08 ;|1 38 27
MEDICAL 15 15 18 18 5
'DEPENDENCY OR HARDSHIP 08 07 07 10
. DEATHS et 00 01 01
: 'FAILURE 70 MEET MINIMUM
. BEHAVIORAL OR PERFORMANCE |
o CRITERIA 178 156 132 1498
. OTHER* 206 174 W 1
o *PRIMARILY MARRIAGE AND PREGNANCY. 3
s . oo } SOURCE: DEFENSE MANPOWER DATA CENTER TABULATIONS FROM COHODRT FiLE,
o " NOTE: INDUCTEES ARE NOT INGLUDED. 3
. - 15 1662=7




CHART 2
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CHART 4

| MALE ENLISTED PERSONNEL, ALL MILITARY SERVICES
ATTRITION RATES DURING FIRST TWO YEARS OF MILITARY SERVICE—
BY RACE, EDUCATIONAL LEVEL, AND AFQT MENTAL CATEGORY

FISCAL YEARS OF ACCESSION: 1971-1974)

EDUCATIONAL LEVEL PERCENT ATTRITION
AND BY YEAR OF ACCESSION
AFQT MENTAL CATEGORY FY 1971 [ FY 1872 | FY 1873 | FY 1874
ALL RACES | | | e
EDUCATIONAL LEVEL: TOTAL 207 23 86 84 |
AFQT MENTAL CATEGORIES:
| AND I w3 158 178 218
i 23 28 %0 30
v 87 28 84 B0
HIGH SCHOOL GRADUATES: TOTAL w3 155 14 199
AFQT MENTAL CATEGORIES:
| AND I 18 127 W0 163
n 5.4 170 190 218
1 197 0 24 A8

NON-HIGH SCHOOL GRADUATES:* TOTAL 322 324 352 417
AFOT MENTAL CATEGORIES:

1AND Il 21.2 29.2 32.0 36.4
i N7 32.0 dBS5 49
v 35.5 36.1 31.1 43.6

SOURCE: DEFENSE MANPOWER DATA CENTER TABULATIONS FROM COHORT FILE.
*INCLUDES THOSE WITH GED CERTIFICATES.
NOTE: INDUCTEES ARE NOT INCLUDED.
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CHART 6

MALE ENLISTED PERSONNEL, ALL MILITARY SERVICES

ATTRITION RATES DURING FIRST TWO YEARS OF MILITARY SERVICE-
BY RACE, EDUCATIONAL LEVEL, AND AFQT MENTAL CATEGORY

(FISCAL YEARS OF ACCESSION: 1971-1874)

EDUCATIONAL LEVEL PERCENT ATTRITION
AND BY YEAR OF ACCESSION
AFQT MENTAL CATEGORY FY 1871 [ FY 1872 [ FY 1873 | FY 1874
| BLACK |
EDUCATIONAL LEVEL: TOTAL 208 28 252 302
" AFQT MENTAL CATEGORIES:
| AND I 202 192 20 280
n | 24.1 225 258 3.3
v 2.1 238 20 300
HIGH SCHOOL GRADUATES: TOTAL 187 178 198 224
AFQT MENTAL CATEGORIES:
| AND Il 64 154 174 204
m 184 178 202 29
v 183 181 198 220
NON-HIGH SCHOOL GRADUATES:® TOTAL 341 317 336 405
AFQT MENTAL GATEGORIES:
|AND Il - 24 N6 N1 36
1] 332 307 339 A6
v 30 336 3B5 30

SOURCE: DEFENSE MANPOWER DATA CENTER TABULATIONS FROM COHORT FILE.

*INCLUDES THOSE WITH GED CERTIFICATES.
NOTE: INDUCTEES ARE NOY INCLUDED.
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CHART 7

MALE ENLISTED PERSONNEL, ALL MILITARY SERVICES

ATTRITION RATES -DURING FIRST TWO YEARS OF MILITARY SERVICE-
BY RACE,EDUCATIONAL LEVEL, AND AFQT MENTAL CATEGORY

(FISCAL YEARS OF ACCESSION: 1971-1974)

EDUCATIONAL LEVEL PERCENT ATTRITION
AND BY YEAR OF ACCESSION
AFQT MENTAL CATEGORY FY 1971 FY 1872 FY 1973 FY 1974
NON-BLACK
EDUCATIONAL LEVEL: TOTAL 21 20 283 27
AFQT MENTAL CATEGORIES:
| AND I 82 158 176 212
1l 20 20 261 323
v 00 302 321 388
HIGH SCHOOL GRADUATES: TOTAL 137 152 166 19.3
AFQT MENTAL CATEGORIES:
| AND I N8 126 138 16.0
1l 9.9 168 187 215
v 21 25 23 219
NON-HIGH SCHOOL GRADUATES:* TOTAL 318 325 3.6 420
AFQT MENTAL CATEGORIES:
| AND I 20 282 21 %3
n N5 N2 B M3
v /6 30 384 464

SOURCE: DEFENSE MANPOWER DATA CENTER TABULATIONS FROM COHORT FILE.

*INCLUDES THOSE WITH GED CERTIFICATES.
NOTE: INDUCYEES ARE NOT INCLUDED,
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The Gatekeepers: First-Term Fnlisted Attrition
Policies and Practices
Craig Foch and Nikki King
Rand Corporation

Introduction

In recent years, there has been an increasing amount of concern

among the services about carly separations. This is reflective of

a larger concern about the maintenance of the armed forces to meet defense

preparedness requirements {n a cost-effective manner. The services
control early separations through the administration of various
policies which may be regarded as the "gatékeepers" of attrition.
This paper is intended to shed some light on the operation of
these "gatekeepers'. This will be done in'three general sectionms.
The first section will establish a cormon definition of attrition,
and provide a somewhat different perspectiyé on attrition policies

by proposing conceptual categories which:éroup reasons for separa-

tion, It is hoped that this vehicle can be used to provoke -thought

about the nature of separations policiés. The next section will

describe the major differences betweeﬁ the services in separations

policies. This will be done by describing the reclationships and

dissimilarities between service po%icies in particular areas, which

on the whole are quite similar in their wording and interpretation.
Implementation of policy is & major determinant of outcone,

and the third section will describe the differences in the imple-

mentation of separations policy between the services,

Attrition,,.What is it?
One of the first problems cncountered in any study of attrition

ig how it will be defined. Fveryone generally agrees on Web-
ster's definition of attrition, as a wearing down or reduction,
chiefly as a result of resignation, retivement or death, but the
interpretations of that definition vary from service to service.
As a result, this paper will bo vaing the definiticn ofiered in
DoD directive #1315.7, which refevs to atteition as “seporation

24
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 prior to completion of the contractual active duty obligation." Dis-
cussions of "manageable" and 'unmangeable" attrition will not

‘appear here; the use of these terms by the various services is too
varied to have a consistent or useful definition in a description

of attrition policies.

Similarly, the typical categories used for Administrative Sepa-

rations policies, such as '"Convenience of the Government", "Unsui-
tability" or "Misconduct" will not be heavily relied upon here C
because they tend to oversimplify the realities of an extremely

complex set of personnel policies. Instead, we will be using three ' %g

general categories which are descriptive of the reasons for . &

which a service member may be discharged early. These categories 3
include:

o Clearly unavoidable separations;
o Separations due to attributes for which the member may
separate at his or her option; and

<
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o Separationg dug to member characteristics, behaviors, or
’
levels of performance which the services find unacceptable.

It should be pointed out that these categories are not intended
to replace any of the presently existing DoD or MARDAC separations

codes. Tuacyur primary function is to lend cogency to the descrip- f}
tion of scpavations policies which will follow. A secondary func- é
tion is to illustrate for the services which areas of separations E

policy are relatively fixed and which are more flexible. "4
Clearly unavotdable sapavationg are those which occur because
of some set of circumstances which are out of the control of the
services, and also for which the services have no legal or admin-
istrative recourse other than separation., Examples of these _ E
include: death, security, permanent disability (including disabling 5 ié
personality disorders), and void enlistments, | V R

Separatiens due to attributes fur whiceh the mombor may soparate
at his ov her option include such things as pregnancy or childbirth,

havdahip, dependency, sole aurvivorship, or other early sepavation

programs under which a membey may be released neav the end of his

25




or her service obligation. The distinction between this category
and the previous one is that these attributes are typically brought
to the attention of the service for the purpose of obtaining an
early separation; as such, they are generally exercised at the op-
tion of the service member.

Separations because of member characteristics, behaviors, or
levels of performance which the semwices fird unacceptable include qualities
exhibited by service members subsequent to entry into the military.
These separations are typically the result of the member commit-
ting some overt act or series of acts which indicate that he or
she cannot be a productive service member. This category includes
the full range of separations policies from marginal performance

to misconduct separations.

Reasons for separations of this type fit into one or wore of
the following three categories: (1) job performance, (2) social behavior,
or (3) general military standards. Table 1 illustrates these categories with
reasons for separation listed left to right, in order of severity.

Tt should be noted that unacceptable job performance or social behavior
are reasons for which any emplover might release an employee, Only the last
dimension, general military standards is unique to an environment where morale
is very important, such as the military.

Separations Policies,.. Dol and the Services

General guidance in separations policy is provided by DoD
directive #1332,14, which outlines broad areas and veasons for
adminictrative separations. Most of the changes in scrvice regulations
occur as a result of some change Ln Dob directive #1332.14, after
which the services are novmally siven sixty days to make printed
changes in their i{ndividual directives. Compliance with the
spirit of the changed Dob dirvecuive gradually occurs as soon as
the services can notify theiyx rcapaét;ve administering effielals,

On the whole, Dol policy poverning scparvations is very broad
and gives the services more latitude {n sepavations anthority
than any one of them takes. Nowne of the militavy sevvicos has
geparations policies in wifect wader «fh of the Dob caepnries,
but they generally faterpret thetr cwn catepories broadly encugh
to encompass any vnitted Dol category. For example, 11332,14
Yists a reavon for discharge which veadn: “Condition, wet a

physical disability, whieh dnterfeves with the porformonea of

20
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duty." Only the Marine Corps lists this as & reason for separa-
tion, but all of the other branches appear to have provided for

it in some way.

Differences between Services Primarily in Interpretatiou; Administrative Detail

The general guidance provided by DoD is an attempt to give
service separations policy a common framework. The individual
service policies do not mirror the language of the DoD directive,
but they generally capture the intent, while maintaining the in~
dividuality of the services. The DoD dircctive does not generally
contain individual explanations of what a particular reason in-
cludes, but it gives gencral guidelines as to the applicability of
potentiaily controversial sections, This flexibility makes it
possible for the services to develop theiv own interpretations of
generally prescribed reasons, and often results in suwe differ-
ences between the various service branches. Other instances of
differences between the service seem to be due to variations in
administrvative detail of a gencral policy, such as with the

Marginal Performer Programs.

Marginal Performer Programs

Marginal Performet Programq ropreaent a maiar area of varia-.
- bility betwoen the zervice branches. These programs are a re-

cent additien to DoD separatiens poliey, and they establish non-
~punitive and expeditious weans of eliminating nmembers whoti

1) cannet or will wot m@et required jnb pf@fiuicncy atan-
- dards} - 7
2) groato*an'gdainistrativa burden to th@ Lumﬂanl due to 53"

This varinhiiify wag noked fu a veport by the Geseval Accoun=
ting Offiee f0 Apeil, 1975, (U rpent tegd Yov a nbpﬁrtrcnt of
Pefonse Mavpinal Perforier Profrian™  Chaupss have heen ﬁéa& ginee
than time byt sene variab iy ﬁtill exists.'

" et e maiearad
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miner disciplinary or military infractions; or -
3) -have performance levels which do tot contribute to the

efficiency~or effectiveness of their units.

As a rule, these programs apply teo personnel who have less than
three years of service and are in pay grade E-~3 or below (usually
without any prospects for advancement beyond E-3 by the end of : ‘
their term). The services believe that the presence of these

programs is beneficial in two general ways:

©  1in the short-run, the marginal performer program improves
the effectiveness of the force by:
1) relieving supervisors of spending disproportionate
‘ amounts of time in directing non-productive members, ) .
.and \ ‘ | - e

2) - improving the morale of those individuals who are

productive.
o in the long run, the marginal performer program reduces
b o administrative costs and the probability of more sepa-

rations for Unsuitability and Misconduct reasonms.

" T . : - The overall intent of the service programs is the same, although
they differ in several respects, Table 1 illustrates some of the

differences in key characteristics of each of the service programs.

The primary benefit of the Marginal Performer programs indi-
cated by the services is.that they are expeditious and less costly

than other types of administrative separations. The services

recognize that this benefit is potentially the largest drawback
3 4 ‘_ of the Marginal Performer programs, Therein lies the paradox of

R o . _ these programs and the genesis of much of the controversy that

surrounds them. The services are caught between the often con-

SURRO VNP I

flicting needs of increasing efficiency by ridding themselves of

potential troublemakers and non-productive members while main- e

taining an adequate opportunity for potentially preductive members

to adjust. To make the paradox even move difficult, the unit
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commauders who have authority to initiate these discharges are
making decisions in the field, which leaves policymakers in
Washington with very little control over how many people will be
separated. There are costs associated with every early discharge
as well as the chance of higher costs which may be incurred when
necessary discharges do not occur. The services are in the unen-
viable position of designing programs which maximize the benefits
of these programs while minimizing the disbenefits, and hoping
that their decentralized unit commanders who have discharge
authority will make the correct interpretations and decisions

relative to separations policy.

Characterization of Service Specified by DoD

The type of discharge granted with each administrative sepa-
ration is agaln up to the discretion of the services, 1In this
instance, DoD is somewhat more explicit about the amount of
latitude in service characterization., Table 2 illustrates the
discharge characterization designated by Dol for each of the
major separations categories.

In general, then, only separatlions for misconduct, security,
or request for discharge for the good of the service are eligible
for discharges under other than honorable aonditions., This cate-
gory of discharges has been used as a rough indicator of the
extent of service problems with indiscipline. General discharges

have been used as a rough indicator of the extent to which service
members are somewhat unsuitable to military service. The problem
with using these discharges as vardsticks by which to compare in-
discipline and unsuitability over time is that DoD and individual
service policy governing these discharges has shifted significantly
in recent years, As a vesult, the counts arve not mercly measuring
increases ov decroases in certain types of discharges; they ave also
uneasuring shifts in service and Dod policy.

What this woans for the services is that they can make no

3
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"~ Table 2

Sy
»
P

Discharge Characterization

Authorized for Variquf Separations Categories ' '
Reason for Separation Type of Discharge Authorized K
1. Expiration of Enlistment honorable or general
2. Convenilence of the Government honorable or general
3. Dependency or Hardship honorable or general
4. Minority void enlistment;
honorable or general
5. Disability honorable ox general ’ .
6. Personal Abuse of Drugsa honable :
7. Unsuitabilityb honorable or general
8. Security honorable, general
other than honorable
conditions
9. Misconduct normally other than

honorable conditions
(unless otherwise indicated by
service record)

10. Request for Discharge for the other than honorable
Good of the service conditions

Bprior to the creation of this category in 1973, the services
separated members for "Drug Abuse” which was subject to an Unde-
sirable Discharge,

One of the reasons in this category, unsanitary habits, was
once in a category subject to an Undesivable Discharge.
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accurate comparative statements over time about the degree of

problems with member indiscipline without taking into account

that indiscipline as a concept has changed significantly in the

services. An example of the impact of this policy shift on the

individual service member can be demonstrated if one examines

separations

for unsanitary habits. This separation reason was

at one time part of the general "Unfitness" category (most of

which has now been transferred to the "Misconduct" category.)

Unsanitary habits, however, now is a part of the "Unsuitability"

category, which means that the member who separates for this

reason is now eligible for an Honorable or General discharge

only, while prior to the change, he or she would normally have

received an

Undesirable Discharge.

Separations Policy Implementation
How the Services Make the Policiles Work

Just as each branch of the service has a somewhat different

set of separations policies and interpretatioms of DoD policies,

each branch has a different method of implementing the policies.

The linkage between policymaking and policy implementation is

crucial in any consideration of separations policy.

For the pur-

pose of this paper, when policymaking and implementation take place

in the same location, the locus of authority will be considered

centralized,

When the two functions take place in increasing num-

bers of locations (and are contvolled by diffevent levels of per=-

sonncl) the locus of authority will be considered increasingly

decoentralized.

Figure 1 illustrates this point schematically.




Figure 1

Centralized p Decentralized

Navy Alr Force Marine Corps Army

: /[\\c//.\\%@

As Figure 1 indicates the Navy is the most centralized, with a

majority of separations decisions being processed at the Bureau

of Naval Personnel in Arliugton, Va. This is the center for both
policymaking and implementation. The next, in descending order

of centrvalization is the Air Force, whose scparations are pro-
cessed at the personnel center at Randolph Air Force Base in
Texas, while policy is administered at the Pentagon. The majority
of discharges are finalized at the installation command, except
for those resulting in a discharge characterization of other than
honorable conditions, These separations are normally approved at
higher levels. Next is the Marine Corps, which has decentralized
separations, with discharge authority vested in commanding Gene-
rals, and policymaking centralized in Arlington, Because the
Marine Corps is a smaller service, with only major commands, it
is somewhat less decentralized than the Army, which has pelicy.ad-
ministration at the Pentagon, but authorizes separations of per-
gonnel by unit Commanders, Commanders with general Court-Martial
jurisdiction, and some commanders of wmedical treatment facilities,
All Avmy discharges arce reviewed by the staff Judge Advocate for
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legal sufficiency at the level at which they are initiated.

The Role of the Service Member
Being Considerea for Separation

Also important to the implementation of separations policy in
each branch of the service is the role of the service member being
considered for separation. In the case of dependency or hardship,
pregnancy or childbirth, sole survivorship and the elective early
separation programs which allow separation up to 90 days before
expiration of the term of service, separation is voluntary and
often initiated by the service member. A member may request dis-
charge for the good of the service under other than honorable con-
ditions to avoid trial by court-martial. This action is voluntary
on his or her part. Disability discharges may be voluntary or
involuntary, and as mentioned earlier, the Army and Navy expedi-
tious discharge categories can only be used if the member agrees
to separation.

It appears that due process of the member is considered in
involuntary separations. In many cases, separations are initiated
only after attempts at counseling and changes of duty assignments
have not ameliorated the service member's original problem, He
or she is notified that a separations action is being initiated,
and given an opportunity te respond. In all cases, which may
result in separation under other than honorable conditions, mi-
litary counsel is made available free of charge to the service
member upon request.

An Administrative Discharge Board is not normally called when
a Marginal Performance separation is challenged by the member,
Instead, the member is notified of the action, and given time to
make statements on his or hev hehalf, as to why he or she should be
retained. These statements are optional, but should the meomber
elect to respend, military counsel is made available in the

i s ———

Counsel is often made available in all sepavations 1f the mem=-
ber requests it, but It is wandatory when the separation invelves a
digchavge undev ather than henerable conditions,
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preparation of the statements. Service members processed for other
administrative separations, particularly if the member is subject
to a discharge under less than honorable conditions or has eight
years or more of service may request the appointment of an Admin-
istrative Discharge Board. The board may recommend retention or
separation, and the recommendation is referred back to the discharge
.authority. The member may submit a written statement on his or her
own behalf which may lead the discharge authority to téke any of

the courses of action outline in Figure 2.
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As Figure 2 indicates, the discharge authority has the power to
act according to the recommendation of the Administrative Discharge
Board, or to select any option which is more favorable to the mem-
ber. A small percentage of separations (less than 17 per calendar
year) result from Court Martial. These represent a separate cate-

gory of separations from those considered here.

Timing of Separations

A final component to be considered in the implementation of
separations policy is the timing of separation. Marginal Perfor-
mance separations typically take less time than other separations,
as was their original intention. If the service member is agree-
able, they may take as little as two working days in the case of
the Navy, to an average of one to two weeks for the other services.
Other separations reasons typically take more time than the Mar-
ginal Performance discharges, but this depends in large measures

on:

1) the amount of paperwork and documentation required by the
service, and

2) whether the member requests an Administrative Review Board.

In the case of an Administrative Discharge Board, the process
can be lengthened by an additional week to three months, depending
on the complexity of the reason for separation and the member's
amenability to discharge.




CONCLUSTON
This paper has illustrated that separht%gns policies are deter-

mined in large measure by the framework estgblished in DoD direc~
tive #1332.14; although the services‘have‘their own interpretations
. of those policies, their own organizational networks, and their
own implémentation practices. On balance, though, the services are
. much more alike in these areas than they are disparate. They have
a common need to keep force strengths at certain desired levels and
to control costs. Each of the services recognizes that they are
facing a reducing pool of male high school graduates* from which to
recruit. From this perspective, every loss prior to expiration of
the term of service reduces their ability to maintain force strength.
_On the other hand, they see themselves as having to walk a thin line
between the size of the force and the quality of the force, and this
is what they maintain as an overall goal. All of the sefviceg
echoed the desire of the Air Force that its primary goal was "that
the individual who came in would serve well and separate honorably,
if possible.”
At the same time, OSD has instituted attrition goals for each
branch of éhe service.** These goals apply only to post-training
attrition, so the services goal statistics are kept after the first

six months, The goals vary from a low of fifteen percent of annual

accessions for the Air Force and Navy to a high of twenty-five

percent for the Army and Marine Corps.
It is not clear what effect these goals will have on attrition

rates of the services. It is apparent, however, that any under-
standing of current attrition mechanisms and leverage points should
be based on an examination of service policies, implementation

practices, and DoD goals.
m —

1t is generally agreed upon that these are the most desirable
accessions, having lower attrition rates and possibly better on

the ;ob performance.
*rhe original memo, by ASD (M&RA), dated December 24, 19-5 out-
lined post=training attrition geals of fifteen percent for all four
" mervices, This was later modified by a memo titled: “Amended Pro-

gram Decision Memworandum" (pp. 78-82), dated Scptember 7, 1976.
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' \THE ARMY & ATTRITION I

%; ‘f MAJ Arthur A. Schulcz

. Training and Doctrine Command, Fort Monroe, Virginia
Ez MY PRESENTATION TODAY WILL ADDRESS THREE POINTS; FIRST, TODAY'S ARMY IS
! AN EQUIPMENT AND SYSTEMS ORIENTED FORCE REQUIRING HIGH QUALITY SOLDIERS
WITH NO ROOM FOR THOSE WHO CAN NOT CONTRIBUTE OR OPERATE IN A SYSTEM
‘QRIENTED ENVIRONMENT; SECOND, ATTRITION HAS BOTH GOOD AND BAD EFFECTS
AND THUS REQUIRES A BALANCED APPROACH; AND FINALLY WHAT WE NEED FROM

- THE RESEARCH COMMUNITY.

% o LET ME START BY SAYING TODAY'S ARMY IS NOT WHAT MANY PEOPLE PERCEIVE IT

| TO BE. DUE TO THIS MISCONCEPTION, PEOPLE DO NOT FULLY UNDERSTAND THE

NEED FOR A QUALITY SOLDLER, PEOPLE ASSOCIATE NAVY WITH SHIFS AND AIR |
FORCE WITH PLANES., THE WORD ARMY OFTEN EVOKES ((SLIDE 1 ON)) A SOMEWHAT
DIFFERENT RESPONSE. A DIRTY SOLDIER WALKING DOWN A DUSTY ROAD. THIS
PERCEPTION IS NOT TRUE. MY ((SLIDE 1 OFF)) NEXT CHART ((SLIDE 2 ON))

WILL SHOW WHY IT IS NOT TRUE. NOW I'M NOT GOING TO EXPLAIN WHAT ALL THESE
ABBREVIATIONS AND NEMONICS MEAN; THAT'S NOT IMPORTANT. QHAT IQ .
IMPORTANT, IS THAT EACH ONE OF THESE ABBREVIATIONS REPRESENTS A SYSTEM THAT 1S
UNDER DEVELOPMENT OR ABOUT TO ENTER THE ARMY, THESE SYSTEMS ARE COMPLEX
AND SOPHISTICATED AND THEY IMPOSE ADDITIONAL DEMANDS ON ((SLIDE 2 OFF))

THE OPERATORA. THE NEXT SLIDE WILL SHOW WHAT I MEK& BY THESE ADDITIONAL
DEMANDS IMPOSED BY TECHNOLOGY. ({SLIDE 3 ON)) IN THE OLD INPANTIRY SQDﬁD THE

INDIVIDUAL HAD ONLY TO TAKE CARE OF HIS INDIVIDUAL WEAPON, MOST OF TODAY'S

40




INFANTRY AND MECHANIZED INFANTRY. THE MECHANIZED INFANTRY COMBAT VEHICLE
{MICV) WILL SHORTLY BE ISSUED TO OUR UNITS. . IN ADDITION TO THEIR
INDIVIDUAL WEAPONS THEY WILL BE RESPONSIBLE FOR THE MECHANIZED INFANTRY
VEHICLE, WHICH HAS A BUSHMASTER AUTOMATIC CANNON, A TOW ANTI-TANK M{SSILE,
NIGHT VISSION DEVICES, RADIO/INTER-COM SYSTEM, SHORT & MEDIUM RANGE AT
MISSILES AND A WEAPONS SYSTEM THAT WILL ALLOW THE SQUAD TO FIRE ON THE
MOVE. WHAT I'M SAYING IS THAT TO DO THE SAME JOB WE HAVE NQW ADDED A
MULTITUDE OF TASKS WHICH REQUIRES MORE FROM THE INDIVIDUAL, THIS SAME
TREND IS TOWARDS COMPLEXITY AND SOPHISTICATION IS FOUND NOT ONLY IN OUR
COMBAT SYSTEMS BUT THROUGHOUT THE ARMY. HOW DOES THIS RELATE TO ATTRITION?
IT RELATES IN TWO WAYS. FIRST WE MUST FIND WAYS TO KEEP THESE INDIVIDUALS
WHO CAN MASTER THESE ADDITIONAL TASKS AND SECOND WE MUST HASTEN THE

IDENTIFICATION OF THOSE WHO CAN NOT CONTRIBUTE OR OPERATE IN THE INCREASINGLY
\

SYSTEMS ORLENTED ARMY. ((SLIDE 3 OFF))

TO FURTHER ILLUSTRATE WHAT TECHNOLOGY HAS DONE TO THE BATTLEFIELD LET'S
LOOK AT WHAT HAS HAPPENED ((SLIDE 4 ON)) TO THE RANGE OF OUR WEAPONS.
THIS CHART SHOWS THE AREA IN WHICH THE TANK COMMANDER HAD.A 50-30
PROBABILITY OF HITTING A TARGET WITH HIS TANK CANNON, THIS IS5 THE
AREA HE CAN AND MUST CONTROL. THE DIFFERENCE BETWEEN THE 500 MEETERS OF
WWII AND THE THREE TiHOUSAND METERS OF TODAY I5 A THIRTY 51X FOLD INCME
IN AREA. NOT ONLY CAN WE SHGOT FURTHER, BUT WE DO 30 WITH A MUCH “
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GREATER DEGREE OF ACCURACY AND LETHALI’fY ((SLIDE 4 OFF)). THE COMBINATION

OF THIS INCREASED ACCURACY/LETHALITY CAN BE SEEN BY ((SLIDE 5 ON))

CONSIDERING THE LOSSE’S‘EN THE 1973 ARAB-ISRAELI WAR. THE TOTAL TANK AND
ARTILLERY LOSSES INlB DAYS OF COMBAT EQU&‘:LLED OUR TOTAL OF TANKS AND
ARTILLERY IN .EUROPE. ONE OF THE LESSONS LEARNED FROM THIS SHORT WAR IS THAT
WHAT CAN BE SEEN CAN BE HIT AND WHAT CAN BE HIT CAN BE KILLED. ((SLIDE 5 OFF))
THIB INCREASE IN LETHALITY IS ALL THE MORE IMPORTANT, BECAUSE THE ENVIRONMENT
IN WHICH THE ARMY OPER;\TES IS SIGNIFLCANTLY DIFFERENT ((SLIDE 6 ON)) THAN

OUR SISTER SERVICES. HERE WE SEE THE APPROXIMATE MAJOR MANEUVER ELEMENTS

OF THE SIXTH FLEET. THE NUMBER OF MANEUVER ELEMENTS IS SMALL AND THE

CONTROL HIGHLY CENTRALIZED. THE ADMIRAL IN COMMAND KNOWS GENERALLY WHERE

HIS SHIPS ARE. THE TASK FORCE COMMANDER USUALLY HAS VISUAL CONTACT WITH ,
HIS SHIPS, BUT IF NOT, HE CAN SEE THEM ON HIS RADAR. WHEN THE ADMIRAL SAYS . - '
“RIGHT TURN"HE KNOWS IF THE ELEMENTS OF THE FLEET OR TASK FORCE TURNED RIGHT. |
WHEN THE CAPTAIN OF A SHIP SAYS'RIGHT RUDDER: EVERY SAILOR ON THE SHIP
((SLIDE 6 OFF)) TURNS RIGHT WITHOUT ((SLIDE 7 ON)) BEING TOLD. THE ALR
FORCE ALSO RUNS A FAIRLY CENTRALIZED OPERATION. THE MANEUVER BLE‘.HERTS CAN
BE PLOTTED TO THEIR TARGETS OR THEIR RIOUTES CONTROLLED BY PREPROGRAMED
COMPUTERS., ALL OPERATIONS ARE CENTRALLY CONTROLLED. ((SLIDE 7 OFF))((SLIDE
8 ON)) THE EQUIVALENT ARMY ELEMENT, A CORPS, PRESENTS A DIFFERENT PROBLEM,

- BOTH THE NUMBERS AND VARIETY OF MANEUVER ELENENTS ARE SICNIFICANTLY LAHGER,

10 TURN RIGHT, THE COMMAND NUST GO THRU -SIN ECHELONS OF COMMAND UNTIL D

. IT'REACHES A DRIVER OR SOLDIER WiO HARES THE TURN.  ((SLIDE ) OFF))

T




B ((SLIDE 3 ON)). 1IN ADDITION THESE ELEMENTS ARE SPREAD OUT GVER GREAT
DIGTANCES; COMMANDERS ARE USUALLY OUT OF SIGHT OF EACH OTHER. TO OPERATE
EFFECTIVELY, THE ARMY MUST BE DECENTRALIZED TO THE LOWEST POSSIBLE LEVEL.

THEREFORE, WE MUST HAVE BONFIDENCE THAT THE SOLDIER WILL TURN RIGHT OR IF

- . FOR SOME REASON HE CAN NOT HE WILL ANALYZE THE REASON AND REACTIIN A WAY
© THAT WILL NOT ENDANGER HIS MISSION OR HIS UNIT. WE EXPECT TG FIGHT THE NEXT

WAR OUT NUMBERED IN MEN AND EQUIPMENT, AND LIFE AND DEATH DECISIGNS WILL

; BE MADE BY LIEUTENANTS AND CAPTAINS, SERGEANTS AND PRIVATES. ((SLIDE §:OFF)) ..
: ' "* VHAT I AM SAYING IS THAT THE ARMY THAT MARCHED DOWN THE ROAD HAS MARGHED

‘ ' INTO HISTORY. WE HAVE NO PLACE FOR THOSE WHO CAN ONLY MARCH. QUALITY IS AS
’ IMPORTANT IF NOT MORE SO THAN QUANTITY: THE QUALITY,TRAINING AND MOTIVATION |

E. - "~ OF THE INDIVIDUAL SOLDIER WILL DETERMINE WHETHER HE CAN ACCOMPLISH HIS

MISSION AND SURVIVE ON THE MODERN BATTLEFIELD AND COLLECTIVELY WHETHER WE

© CAN WIN_THE NEXT VAR.

;- . WHICH BRINGS ME TO MY SECOND POINT. ATTRITION'IS LIKE A COIN; IT HAS TWO

SIDES, ONE GOOD, ONE BAD, IN A VOLUNTEER ENVIRONMENT IT MAKES LITTLE SENSE
3 TO PUT UP WITH MALCONTENTS. WHEN YOU CONSIDER THE CONDITIONS UNDER WHICH
g wE EXPECT TO FIGHT, IT MAKES NO SENSE TO PUT UP WITH THE INEPT, THE UNMOTIVATED
"OR THE UNDISCIPLINED ON THE BATTLEFIELD THEY BECOME LIABILITIES, IN PEACKTIME

THEY ABSORB THE COMMANDERS TIME AND RESOURCES, ON THE OTHER HAND,

ATTRITION REQUIRES ADDITIONAL RESOURCES TO RECRUIT AND TRAIN REPLAGEMENTS

FOR LOSSES. WE FEEL QUITE STRONGLY THAT ANY DISCUSSION OF ATTRITION

MUST "ADDRESS .BOTH ASPECIS.




MY ((SLIDE 10 ON)) NEXT CHART COMPARES LOSS RATES FOR TWO YEAR GROUPS

AND WHERE THEIR LOSSES OCCUR. 1973 IS THE BASE YEAR BECAUSE THIS YEAR
GROUP WAS NOT EXPOSED TO ANY QUALITY SCREENING IN THE TRAINING BASE.

THE SOLID LINE FOR THE 76 YEAR GROUP SHOWS LOSSES TO DATE; THE DOTTED
LINE IS A PROJECTION BASED ON HISTORICAL PERFORMANCE OF OTHER YEAR GROUPS.

WE KNOW THAT LOSSES WILL OCCUR, BUT THE SIGNIFICANT POINT ON THIS CHART

‘IS THAT WE HAVE BEEN ABLE TO MOVE THE MOST OF THE ATTRITION FORWARD. ONE

OF THE REASONS ({SLIDE 10 OFF)) FOR THIS IS OUR QUALITY SCREENING PROGRAM

IN THE TRAINING BASE. WE CALL IT THE ((SLIDE 11ON)) TRAINEE DISCHARGE
PROGRAM. THERE ARE TWO IMPORTANT THINGS ABOUT THIS PROGRAM. FIRST, THE
PROGRAM'S PURPOSE IS QUALITY CONTROL, THE BASIC CRITERIA IS A DEMONSTRATED
INABILITY TO BECOME A PRODUCTIVE SOLDIER DUE TO LACK OF APTITUDE, ABILITY,
YOTIVATION OR SELF DISCIPLINE. SRECOND, THE PROGRAM 1S DESIGNED TO FOCUS
REHABILITATIVE EFFORTS ON THE MARGINAL OR POOR PERFORMER. I'VE ((SLIDE 1l
OFF)) TOLD YOG HOW WE'VE MOVED QUR LOSSES FORWARD, LET ME EXPLAIN WHY. THE
FIRST REASON IS THAT WE'VE BEEN ABLE TO IMPROVE THE QUALITY OF SERVICE LIFE.
THE NEXI SERIES OF CHARTS, WILL SHOW WHAT HAS HAPPENED WITHIN THE ARMY SINCE
WE INTRODUCED ((SLIDE 12 ON)) OUR QUALITY SCREENING PROGRAMS. HERE WE SEE
WHAT HAS HAPPENED TO THE NUMBER OF SOLDIERS DROPPED FROM THE ROLLS FOR
DESERTION FOR YEAR GROUPS 73 THRU 76, THE BLUE REPRESENTS HISTORICAL FACT,
THE'ESTIMATE® XS WHAT WE PREDICT THE FINAL TOTAL WILL BE BASED ON PEKFORMANCE

T0 DATE., THIS ALSO REFLECTS THE DECREASE IN AWOL SINCE THERE 1S A RATIO OF

ABOUT 4 AWOL FOR ((SLIDE 12 orw)) EVERY DFR. ((SLIDE 13 ON)) NEXT WE SEE




THAT COURTS MARTIAL RATES HAVE DROPPED TO ABOUT ONE HALF, FOR EVERY COURT
MARTIAL THERE IS A COST IN TIME, IN MANPOWER, IN ADMINISTRATIVE WORKLOAD.
FOR THOSE CONVICTED, IT ALSO REPRESENTS A SCAR THAT MUST BE CARRIED THE
REMAINDER OF THEIR LIVES. THIS ((SLIDE 33 OFF)) ALSO REFLECTS THE LOWERED
CRIME INCIDENCE RATES. ((SLIDE 14 ON)) WE ALSd SEE THAT OUR PRISONER
POPULATION HAS BEEN REDUCED SIGNIFICANTLY, ON 1 SEPTEMBER 1973 WHEN WE BEGAN
OUR QUALITY SCREENING IN THE TRAINING BASE, THERE WERE 1,536 PRISONERS ON
TRADOC INSTALLATIONS; ON 1 SEP ((SLIDE 34 OFF)) 76 THERE WERE 191. WE
((SLIDE 15 ON)) HAVE A REHABILITATIVE INSTITUTION CALLED THE ARMY RETRAINING
BRIGADE. THE NUMBERS OF PRISONERS HAS DECREASED WHILE THE CRITERIA FOR
ATTENDANCE HAS BECOME LESS STRICT. ((SLIDE 15 OFF)) THE SUM THAT OF THESE
FACTS IS THAT WE HAVE BEEN ABLE TO REDUCE THE TIME, MONEY AND MANPOWER
DEVOTED TO CORRECTIONS AND MILITARY JUSTICE AND SHIFT THESE RESOURCES

INTO INCREASED COMBAT POWER OR OTHER ARMY NEEDS. COMMANDERS AND SUPERVISORS
HAVE HAD MORE TIME TO DEVOTE TO TRAINING AND READINESS RATHER THAN COPING

WITH PROBLEMS PRODUCED BY DISRUPTERS.

THE SECOND REASON WE'VE ((SLIDE 16 ON)) MOVED OUR LOSSES FORWARD IS
ECONOMY. THIS CHART SHOWS THE ARMY'S INVESTMENT IN A SOLDIER AS A FUNCTION
OF HIS TIME IN SERVICE (SHOWN ALONG THE BOTTOM). WHAT THIS CHART SHOWS

1S THAT THE LONGER A SOLDIER IS IN THE SERVICE THE HIGHER 15 THE INVESTMENT.

THEREFORE IF YOU ARE GOING TO LOSE PEOPLE ‘THE MOST ECONOMICAL POINT FOR
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THESE LOSSES IS AS EARLY AS POSSIBLE IN THEIR CAREERS WHILE OUR INVESTMENT
IS STILL SMALL. IF WE SEPARATE A SOLDIER AT THE END OF BASIC COMBAT
TRAINING WE'VE INVESTED ABOUT $2,100. AFTER ADVANCED INDIVIDUAL TRAINING,
THIS INCREASES TO $5,100. WE WANT TO MAXIMIZE OUR LOSSES WHERE OUR

INVESTMENT IS LEAST.

THE FINAL ((SLIDEAlG OFF)) REASON THAT WE WANT TO MOVE ATTRITION FORWARD

IS THAT LOSSES OCCURING AFTER TRAINING NOT ONLY REPRESENTS A LOST
INVESTMENT BUT ((SLIDE 17 ON)) IT ALSO CAUSES A SKILL DRAIN. THIS CHART
SHOWS WHAT HAPPENED TO 100 SOLDIERS IN EACH OF THESE FOUR ARMY SKILL
CATLGORIES WHQ COMPLETED INITIAL ENTRY TRAINING. (THE COLOR CODED NUMBERS
ARE KEYED TO THE COLORS REPRESENTING THESE SKILLS.) THE RIGHT SIDE
REPRESENTS THOSE WHO, COMPLETED THEIR ENLISTMENT AND EITHER LEFT THE SERVICE
OR REENLISTED, THE BOTTOM SHOWS THE PERCENTAGE OF THOSE WHO LEFT THE
SERVICE BEFORE COMPLETING THEIR ENLISTMENT, THE PRACTICAL EFFECTS OF THIS
SKILL DRAIN ARE DECREASED READINESS AND UNIT TURBULENCE, SINCE MOST OF THE
ARMY OPERATES ON TEAMWORK, WHEN YOU CHUANGE THE TEAM PLAYERS ((SLIDE 17 OFF))

YOU AFFECT TEAM PERTORMANCE.

1'VE TALKED ABOUT OUR MAJOR ATTRITION PROGRAMS. NOW ((SLIDE 1§ ON)) LET
ME GIVE YOU AN IDEA OF THEIR IMPACT. THIS CHART SHOWS opp MAJOR SOUKCE

OF LOSSES IN FY 76. TDP LOSSES AMOUNTED TO ABOUT 21,000, 11% OF QUR
TRAINING INPUT. W& LOST ABOUT ANOTHER FIVE THOUSAND THROUGH MEDICAL LOSHES

- DUE TO CONDITIONS THAT suowgp THEMSELVES ONLY APTER TRAINING HAD BEGUN.
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THE EDP LOSSES THIS PAST YEAR AMOUNTED TO ALMOST 20,000 SLIGHILY LESS
THAN OUR LOSSES FROM THE TDP. THESE REPRESENT THE MAJOR SOURCES OF
ATTRITION. A LARGER PORTION OF THE ((SLIDE 18 OFF)} ((SLIDE 19 ON))
OF THIS ATTRITION 1S ATTRIBUTED TO LACK OF MOTIVATION, WHICH BRINGS ME

TO WHAT .WE NEED FROM THE RESEARCH COMMUNITY.

1'VE TALKED ABOUT THE EFFECIS OF LOSSES. WE NEED A BSTTER:UNDERSTANDING OF
THE CAUSES. THIS NEXT SLIDE WILL SHOW WHAT IS ALL TOC OFTEN A TYPICAL
APPROACH TO ESTABLISHING A RELATIONSHIP BEIWEEN CAUSE AND EFFECT ((SLIDE

19 OFF)) ((SLIDE 20 ON)) - PAUSE - IF WE APPROACH ATTRITION IN THE SAME

MANNER WE'RE ALL IN TROUBLE ((SLIDE 20 OFF)) ((SLIDE 21 ON))

FROM THE RESEARCH COMMUNITY WE NEED A BETTER UNDERSTANDING OF THE CAUSES

OF ATTRITION AND BEITER DIAGNOSTIC TECHNIQUES TO PREDICT AND TREAT THESE
CAUSES. FI°ST OF ALL MUCH OF WHAT WE DO WITH PEOPLE IS DONE INTUITIVELY OR
BASED ON EXPERIENCE. ((SLIDE 21 OFF)) WE WOULD LIKE A MORE SCIENTIFIC AND
FACTUAL APPROACH., LET ME GO BACK TO THE SLIDE ((SLIDE 17 ON)) ADDRESSED

SKILL DRAIN. 1IN THIS ARMY SKILL, 63C, A TRACK VEHICLE MECHANIC, WE HAVE

BEEN ABLE TO CUT OUR TRAINING ATTRITION FROM 21% TO 8% BY INTRODUCING SELF-PACED

INSTRUCTION. WE FEEL THAT THESE SOLDIERS ARE BETTER MOTIVATED AND BEITER

jﬁECHANICS. BUT WHAT HAVE WE GAINED IF THESE GUYS WIND UP WITH THE SAME LOSS RATES

THAT THIS GROUP EXPERIENCED. WE NEED TO KNOW WHAT CAUSES THESE GUYS 10

BECOME LOSSES ((SLIDE 17 ORF)).
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?HE OTHER THING ({(SLIDE 2] ON)) WE NEED IS BETITER DIAGNOSTIC TECHNIQUES.

THE MOST ECONOMICAL WAY TO CUT -ATTRITION WOULD BE TO DEVELOP A PREDICTOR

THAT WOULD TELL YOU WHO WAS NOT GOING TO BECOME A PRODUCTIVE SOLDIER AND PREVENT
THEM FROM ENLISTING. WE RECOGNIZE THAT THE STATE OF THE ART IS SUCH THAT

THIS IS NOT POSSIBLE AND MAY NEVER BE POSSIBLE. HOWEVER IT SHOULD BE

POSSIBLE TOC DEVELOP A DIAGNOSTIC TOOL THAT LETS 'US. KNOW IF JOHNNY IS GOING

TO HAVE A PROBLEM, WHAT THE PROBLEM MAY BE AND HOW WE CAN PREVENT QR TREAT

IT. THE MEDICAL PROFESSION HAS DEVELOPED PREDICTORS TO INDICATE DISEASE

OR MEDICAL PROBLEMS. MOST OF US HAVE HAD A TINE TEST - A POSITIVE REACTION

DOES NOT MEAN THAT YOU HAVE TB - IT MEANS YOU NEED A CLOSER EXAMINATION. WE

WOULD LIKE A SIMILAR TOOL THAT'S EASY, SIMPLE AND RELIABLE. IN THIS WAY WE COULD

PREVENT THE PROBLEM OR IF A PROBLEM SURFACES TREAT IT. EITHER WAY WE GET

A PRODUCTIVE SOLDIER AND WE DO SOMETHING FOR THE INDIVIDUAL AS WELL AS THE

ARMY. IF HE/SHE DOES NOT RESPOND TO TREATMENT THEN WE SEPARATE THEM. 1

WOULD LIKE TO EMPHASIZE THE WORDS SIMPLE AND EASY. THE PEOPLE WHO MUST

DO THE PREVENTIVE TREATMENT ARE DRILL SERGEANTS, NOT PSYCHOLOGISTS.(SLIDE 21 OFF))

THIS BRINGS ME TO THE END OF MY PRESENTATION. BEFORE I OPEN IT UP FOR

((SLIDE 22 ON)) QUESTIONS, LET ME SUMMARIZE. TODAY'S ARMY IS AN EQUIPMENT AND

SYSTEMS ORIENTED ORGANIZATION. BECAUSE ATTRITION PRODUCES GOOD AND BAD

EFFECTS WE NEED A BALANCED APPROACH TO PREVENT THE ATTRITION WE NEED AND

HASTEN THE ATTRITION OF THOSE WE DON'T NEED, FINALLY, TO DEAL WITH
ATTRITION WE MUST KNOW WHY WE LOSE PEOPLE AND DIAGNOSTIC TOOLS SO THAL

WE CAN PREDICT THESE CAUSES AND TREAL THEM BEFORE THEY OCCUR. ((SLIDF 22 OFF))
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CANMLIMT WATES TERSOMINL APPLIED RESEARCH ULT:
APPLICHKITN OF PFRIFEATCH ON ATRITION AND RETEDITLON -
MASOR I.N. BEVQNIC, 5 APRIL 1977.

INTPOLTICTION

1. The Canadian l'orces Persornel Applied Research Unit (FAFU) eviots to
provide rescarch and advice te Canadian Forces' policy-plamners on all aspects
of manning the Forces. PARU advises on the solection and classification of
parsoniel, and algo on their training, amployrent and management. Owver e past
dozen yoars, PAPU has interpreted this mandate to mean that any factor waid
affacts the recrvitment of a Canadian male or female, or the wwintenance of
performanes: of & Canacdian Forces serviceman or woman is within it -alin of
interest and rosearch.  In other words, this means that our res Lol horizons
chroomss the very vouwng Cenadian as potential serviceman and e senior

citizen as vetired soirviceman.

2. The wnit is relatively smill; there are only about 14 yesearch ofliiae:s
ir the estoblishmont, with a vaviety of hackgrounds, both militery and acndzale,
thus making for an intewdisciplinary group. This is translatad inte an onorating
thilesophy with cortain characteristies. TFiyst, we try to work as ene todn with
ene ovevall rescarch problam narely, manaing the Forces., Specific auestiong ara
hepdled by subqroups, which have a high degrce of inter-action and esghangar of
wenborship,  Second, the ressavch is basically preblem-orientad; it is an
applicd rauemceh wnit.  This dands that there be a mix of theexeticnl, whivieds
and vractical conomms.  Recause icsouscas are limited, all) rosecrch acliviii.t
must ba ticd to some kind of thowry-dwvoloprent schama, and rogsearch focvas.d
o priopity tasks, Theory dxvolopnent and rozoareh are usuall conduchad *n
responge to a practicel pueblom,  his in fwen demands a high dugren of intar-
stien with seniur peligy=planseys in order to identify the problens, dafire Lian
Sand ganorate solutions aad lsplomantation plans.

3. Thus "first tem" attrition is net the main focus of nersomnel maletarwee
ang perfomanes activities ot PARU; vather the Unit is concermed with toue .
at all stages of carcers, shovt or leng., That is, reeruiting, sgelastion, €:.anili-
catlon, troining, awployient and re-soitlement make wp ene procose, this badag
tho cusence of the "eno-problem” asneopt. The process, paturally, oon heve By
results, or syrstons: attritlon iz buc ena of these, Flawe 1 illustrates o
problom undel oxaninatien by one of eur subarews it PARU. Xt 45 a theorstical

- viaw of our resnwithent base for vevth an the Canadian Forong, Dvarlard on dhis
in & eonplerentary formaalacien dorived Yvam somo othor research, esnevsndng di .
Copaasible losges of gquality Cavaian Forees perfennel. It swggests that woor ok
sotistaetion amng ouwr yeung porsean?l may iudeed load to inereased attrition

and Uies aigo empbribute o the high=guota/lowauality spirval, A thivd ovoriav is
possible which veuld dneevibe the antoyplay of tho oxtomal (elriling 3oh =asol

= g

whavedy @ hieh amloymurst sidmate conerates a growp of applicunre wideh e o

ba moro sesptical, and nore dorusding of job satdsiaction, in envly raveor Stayeg.
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Such factors also act to increase attrition. Nevertheless, the principal lesson

of Flgure 1 is that PARU research ccnmences with a practical problem in the

Canadian Forces, which is identified and defined in terms of same theoretical
oonstructs, and then research focusses developed. Without some sense of theoretical
comection, it would be impossible to develop pricrities for research proiects,
relate research results obtained from other PARU projects or from other agencies,

or to develop the understandings crucial to the developnent of the working relation-
ships between researcher and policy-planner.

4, I will be discussing, this moming, some aspects of our work. I will speak
about three resecarch commitments: “Manalytic" work, used to develop some of our
theoretical constructs as well as to advise policy-planners on recruit potcntial;
some empirical work, used to develop specific answers to research questions and to
understand the "psychology"” of membership in the Canadian Forces; and finally,
some practical applications of our work, to illustrate the interacticon between our
research and Headquarters' policy. .

SURVEY OF RESULTS

Outline
5. T intend to cover attrition in the Canadian Forces in two main arecas, First

I will present a quick summary of the results of some of our resecarch, and then I
will speak very briefly about the applicitions of some of these rescarch reoults,
I intend to discuss attrition at key poin: s across a "service career". This is

- obviously a theoretical notion - individua.s usually leave the Forces only once.

I will try to draw attention to the principal reasons expressed by leavers at diffoer-
ent stages in a thirty-year span which approximates a full-term caveer. T will try
to lde.ntliy "constellations" of reasons and show how they vary.from peviod to peried.
It is obvious that individuals leave every year, but there appear to be tiws in
which these "migrations" seem to increase. During this discussion I wiil tiy to
separate out the reasons for release as clearly as possible and I will try to dwell
somewhat more on the early stages of the service career. I will finish with a

fow examples of kinds of interaction between researchers and planners which are

geared to enhance our ability to attract, stimulate and ultimately vetain individuals . - "

to mambership in the Canadian Forces. My theoretical departure is that most of our
work in. attrition/retenticn centres upon the concepts of job satisfaction and .
commitment. PARU has done a nurber of stuches concerned with job-satisfaction and
has recently begun work on conmitment (& la Dr. Porter). Our principal hypothesi

is that job satisfaction is . short-tine phenomenon which affects the develo;ment
of conmitment. This in turn is related to tenure, to "stay in", if you will,

Results

6. Figure 2 is tn overview of losses by years of service wp to 30 yeaus. The
bulk of departures occurs ecarly, hut there are two or three other periods vhen tho
probability of release rises. You are cautioned that this being a "snapshot" talon

during 1976, the modalitics can shift from time to time (for exampl-_, due to econmmic

conditions and personnel policy, and also to the conditions of service in dGiiffercnt
trades).

7. I will be making a fow remarks about some points or modes along this graph,
under the following headindgs,

a. Recruiting exits, ie., in the first year or so}
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b, Contract Termination, ie., the end of the initial engagament period;

¢. Barly Resettlement; and

d. Retirvement.
Recruiting Exits and Contract Termination may be thought of as "first term",
or to use Osen's expression, "assimilation phase" attrition. These two groups
account for the majority of Canadian Forces' losses. 1In fact 58% of all enrolled

depart for one reason or another in the first 4 years of service; we hit 50%
by the end of the third year.

Recruiting ¥Exits

8. Social Trends. To understand the losses here, we must examine some
social trends which occur well before enrolment. These may be regarded as pre-
conditions of enrolment or societal factors which influence the development of
camitment during the early stages of menbership. PARU has dune a nunber of
studies which attempt to identify these factors. First, Capt Frank Pinch's
report 756 showed how societal supports for enrolment and membership in the
Canadian Forces varies fram one part of the comtry to another. Capt Cotton,
(who addressed this meeting last year), has shown that precisely the group cur
recrultment is aimed at (the young, inesperienced workex), is cheracterized by
high job turmovers. For cxample, he reported that the under-25 age group tends
to change jobs two-and-a-half times in tha first five years of employment; 50%
tumover occurs in the first year. He at:vibuted this to a "poor" work ethic,
ie., poor comaitment to work in qeneral. in another report (74-5) he pointed
cut the limited supply of "unskilled" manpxwer. We are recruiting from a
decreasing base while our quotas are going up. More and more Canadians are
staving in school longer, and tend to educate themselves out of cur recruitment
market., Cotton & Pinch (Report 75-8) showed that our actual applicants scen to
he coming increasingly from the young, inexpsarienced, marginally-employcd, and
perhaps academically-marginal segments of the population. In other werds, we
seein to be bringing into the Forces a growp of people drawn from the lower end
of the "success" scale. The successful ones tend to stay in scheol and then
seck specialized employment. We are getting a lot of drifters. That is, ve
should expect them to leave, or to develop coamitment nore slowly.

9. Recrult School Iosses, There is a substantial nutber of releases wiilch
ocowr during the trainees' roriod at recruit school ("Boot Camp"), which covels’
the first three months of { . individual's career. 'The losses occur in two
principal categories., First, those the Service invites to leave because of
inadequate progress during recruit training, and those who voluntarily withdraw
from the Servica. The proportions are these:

Invited to loave 56% - o
Voluntary withdrawal 44%

Fairly large nunbers are involved here, and the reasons cover a fairly wide
spectrum. Lt Mullin of PARU conducted a detailed examination of all raleases

at owr Dool Camp last suwmer. e divided the two main categories further, and
found that the two most bwortant service-initiated reasons to release personnel
wore "medical® and "adjustmant". "Motdvatioral" and requested releases (voluntacy)
accounted for 36.3% and 4.3% respectively. Between January 1976 ard June 1976
(inclusive), 763 male recruits werc releasad from CFRS Comwallis for wvarious
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reasons prior to cawpleting basic training., A breakdown of release reasons
by categories indicates the following:

Release % Release Category Description
36.3 Motivaticn/Interest lack of effort and desire to be a CF
nmenber
26.9 Medical mostly pre~enrollment medical conditions
13.1 Adjustment situational anxiety, personality dis-
turbance, etc.
7.3 Failure academic or practical weakness in
. performance
5.9 Mixed Medical/Motivation medical problem complicated by a lack
. of motivation
) 4.3 Voluntary acoeptable performance but lack of inter-
. est in becoming CF marber
3.7 Other compassionate, pregnancy, etc.
20 Discipline AWOL, violence, etc.
5 . Drugs mostly pre-enrollment/residual symptoms
Total 100%

In the areas of poor adjustment or poor interest in recruit school losses, it is
evident that there is a substantial proportion of recruits who enter the Forces with
unrealistic expectations., In a nutshell, these individuals expect rapid advanos-
-ment, a marketable trade and other personal benefits, without much effort and without
much recognition that their mediocie school and emoioyment records are relevant.
(25% have been fired fiom a job; 65% state that most bosses expect more work than
T they are willing to pay for, 40% hate getting up early in the worning). However,
the main reasons for requesting release, or explaining poor adjustment, ave that
the individual digd not know what he was getting into in the Canadian Foroes, or that
the recruiter gave him a false impression of what to expect. In other words, the
individual suffered fram the recoxnition that the reality of recruit training did
not match his espectation. Although the individual experienced only a very narrow
portion of the work the Canadlan Forces could offer him, he left the Forces mainly
o~ - because we did not offer him challenge, or we denied him feelings of self-worth,
ie., basically lack of intrinsic satisfaction.

10. Trade Training logsses, Following successful completion of Boot Camp, indi~

viduals are sent to different trade schools to learn the secrets of their military

occupation, This period covers a span from one to one-and-avhalf years of the

service career. During this period of time the Canadian Forces shifte him from

a team-training concept to an individual training concept for the most part. It

also shifts him from a vocational orientation to an occupational one (d la Segal).

Josses can be substantial in nunbers heve; Fournior and Keates (Report 75-4) showed _ :
that 32% of all the exits in 1974-75 occurred during the period of recruit and :
trade-training, although in a velative sense a much smaller provortion left duving ;
trada training. .

11, Here the main reasons for lose (voluntary withdrawal) focus upon impropar
trade placement. When the individual is enrolled in the Forces he is assignad a ;
trade at the Recruit Centre, according to hig intercsts and aptitudes, ond to ;
Forces' quotas., Many leave at trade~training stages because "it wasn't what I
wanted", "this was the only trade open", or "it wasn't what I thought it would ba". P
Clearly, hero, tco, the indictment is lack of intrinsic satisfaction. ‘The focus i
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of comments dwells upon lack of stimulation in the work itself, much of which
stems fiam an initially weak interest in the work.

Contract Termination
]

12, Many individuals leave the Canadian Forces near, or at the end of, their
contract period of enrolment. In the Canadian Forces, individuals sign up for an
initial engagement of five years; re-engagement is for an indefinite pericd. The
span of time for this group of losses goes from one-and-a-half to five years, and
covers the period in which the individual is assigned to his first unit, and he
begins to put his trade-training into practice. Iosses during this period are
surprisingly small, Surprising, that is, without the knowledge of Canadian Forces'
release policy. Essentially we let people out at any time; we hold an individual
to his contract only in exceptional circumstances. Normally, we require 90 days'
notice. Thus much of the losses which should occur here have appeared earlier,
so there is no modal point as one might expect. Some are invited to leave, vhile
many more leave voluntarily. The principal sources of wnderstanding our losses

during this period come from the following reports: Chomey (72-2), Fournier (73-8),

Fournier & Reates (75-4), and Fournier & Franklin (1977). This last study was
conductad to test the relationships between the Job Description Index (Smith,
Kendall & Hulin, 1969) and Porter's Organizational Commitment Scale, in the

Canadian ‘Armed Forces. The relationships were modest, but they showed that intrinsic

factors lead to the develoment of commitment, with particular emphasis on the
work itself and promotion/self-worth, It also showed, in conjunction with earlier
studies, that the Canadian Forces offer little job challenge in the first post-
training jobs (see also Porter 1973; personnel in lower jobs get mostly excrinsic
gatisfaction). In short, it is yet another indictment of lack of intrinsic satis-
faction among leavers. Fowurnier & Franklin concluded their paper thus:

"a, initial post-training (low level) employment offers primarily
extrinsic satisfaction;

b, the majority of military respondents describing their first employ-
nent typically describe it as devoid of challenge and opportunities
to use their skills and training; but also that:

¢, intrinsic satisfactions are critical to swong Crganizational
Commitment;

d. intrinsic satisfactions are strongly related to actual tenure
behaviowr (ie., quitting or remaining with the employer).

Two important implications flow fram these data:

a. it appears that the longer tewm predictor of tenure (Organizational

Comitmant) is systematically rclated to the shorter term job itself); and

b. substantial attention must be directed tawards ilmproving the intrinsic
appeals of initial post-training cnployment in order to capitalize on
the development of positive Organizational Conmdtment."

13,  The main kinds of reasons given for leaving include "I did not get the

chance to practice my trade", "there was no challenge”, "T had no responsibility or
authority", Sone individuals did not like the work in the boeginning; the wadae

76




B LR bt Al T s s

they wanted wasn't opon viien they epplied, so they accepted an alteornave which
turned out not to their licing, just as with trade-training losses, ‘fherc were,
however, some reasons given, especaally by land and sea tradesmen, vhich differed
slightly., Working conditions were viewed as difficultywith no foresceahle relief,
Therefore wany individuals in cabat arms and sea~going trades felt obliged to
leave the Service.

14. Thus, the reasons for leaving centred won intrinsic factors, with same
extrinsic dissatisfiers in certain trades. The overall theme of the research
results indicate the need for challenging, worthwhile work, which keeps the
individual fully occupied, and which supports a positive self-image. It seens
appavent that the Canadian Foroes nust attempt to find ways of increasing intrinsic
satisfaction in the first few vears of szrvice, if it is to reduce unexrected losses,
(with the recruiting and training buwrdens that these imply), early in a carear.
Without such a strategy, the Forces cannot expact the development of organizational
comnitment in a large nwiber of individuwals.

Early Reszttlement.,

15, There are a few places along the graph, well after the indc“!-ite re-
ehgagement point, at which losses rise. I refer to these as "L .. lesettlenents".
One group of releages seems to occur at about the tenth year o.. service, and is
almost exclusively a voluntary release category. The nurbers are not great but they
seem to recur, reflecting a systematic increase in the probability of separaticn
from the Service. The reasons vary largely, from a desive to apply one's trade
knowledge in civilian life (at times in spite of a relatively high satisfaction
with Service enmployment), to a response to external presswes {e.g., pavental
illnesses, etc,). This suggests a fairly even mix of intrinsic and exirinsic
influences in the decision to separate.

16. At about 16 to 20 years' service, there is a small but significant increase
in the probability of release, increasing to about the 23rd year. She reasons
seem to he fairly clear. Some members intend to start now careers while still
young, but many express wishes"to settle dowm", "children in high school', “wife
working", “need geographic/education/enployment stability”, Meny porsonnel who
pass the ten-year mark in scrvice feel "locked-in" by the pension provisions and
thus remain in the military until they have 20 years service. At that stage,
bacause of poor promotion prospects plus family and envirenmantal pressures, they
decida that it is time to seck civil employment. The individual who voluwmtarily
leaves the military between 10 and 20 years generally doag so for the follewing
reasons:

a. He is transferred to a place which is not cawpatible with

his family situation or personal desires; or

b. He finds employment outside the service which he fozls will
bring him greater job satisfaction and/or financial rewaerds.

Normally, the "tumed-off" individual will stay in the military in order to collact
even a penalty-reduced annuity.  In addition, he may feel "job-secura" if not "“job
satisfied" and stay in the Canadian Yorcss only bhecause of family and financial
pressurcs. For this marson there is not a lot that can be done. lHe has lest his
“spark" because of years of grawth-deprassing exporience in thu military and wi-
fortunately his attitudes and lack of aotivaticiflave a detrimmtal effoct on tho
new servicoporson.,  This raises another point: "un=leavers", We are roally con-
fronted by throe kinds of poople: stayers, leavors, and those who are "aarking time,
Tney have "left" but not told anyone about it. Wo haven't studied this group At atl.
An interesting hunch has come out of our roscarch hera, one that wa have net vot
examdned, We think that there is a tendoncy for those who leave at thoso mide=corney
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pointsmzy influence younger servicomen to leave also. Whother it's a "leader-
ship" phenomancn, a denonstratiop that a full-term carveer is not incvitable,
or merely a figment of owr imagination, we don't know. At least we think that
we must develop an wnderstanding of what kinds of things precipitate leaving.
Again, these conclusions are tentative. It seewns then that the orincipal
reasons for departure late in the career are extrinsic in neture. Overall,
nost. express satistaction with their work over the period of their membership,
but nov wish to move on to other erployrents which allow them to practice their
trades without disruption of personal life.

Retirement
17. At anywvhere from 25 to 30 years, the remainder of the Canadian Forces

enrollees depart the Service. This grow constitutes the main corponont of
“planned attrition”, and needs no discussion.

Suwnary off Main Points

18, It seens that, among leavers, across the 30-year span novmally considered
as a full~term saracr, there exists a systematic shift in reasons for releasc.
For the most part, we are talking about the voluntary withdrawals. Eerly ir the
carecy a proportion of releases are for service reasons, such as inability to
adjust, course failure, etc. ILater in the career, almost none is yeleased fox
servion reasons, I note, hovever, that all across the span of time, there is
relatively little diffcrence batween stayors and leavers., 1t seows that thn souwrcss
of satisfaction and dissatisfaction which affect cenmitment ayxe the sanw for both
growps.  Stayvers and Jeavers both seem to operata with the sane cataloqe of
benefit and cost, praise and complaint, for the Canadian Forces. he difference
batween stayors and leavers may rest exclusively with individual tolecanen for
dissatisfaction or lack of satisfaction. Thus it ssems that policies almed at
reducing attrition will act to increase the strength of assnciation aweng those
who, in the past, have cheosen to ramain a little longer. ‘1his expresses futher
need to wmderstand the "precipitants" of leaving.

APPLICATIONS OF RESEARCH RESULTS

19. A nuber of interchanges have occurred between PARY and Natienal Defenea
Headgquartors' policy-planners which have heen aimad at inmroving retention. Dis-
cussions hava wlways included the belief that attrition canrot ba eliminated; it
is necessavy and sufficient to attempt to docrease it.  In practical toerms, we do
not. talk about anrowraging a leaver to stay for a enraar, Wo alttanpt to Gevalop
policies which will cncourage individuals to stay a little longer,

20, Omo arca that we had tried to influence is the policies which ara affected
by, or rest oh assmunptions about, the scclal trends of Canadian socloty. For
exanply, in attrapts o oxpadd owr recruit movket (onbers, quality), PARU has
boon dnstrumental in doveloping a systom called the "Land Oporations Triio Ko
Assignmont Progranne” . Borrosing hoavily from Dr. mhskes, the Canadian Foveoes
have recontly tgplomanted o "feeder trado cc‘na\pt.“ to man the Cowbat Ame.  AlL
recrnits destined for "land" tradog now will b reowired Lo spond thwoe veare in
nfintry, Artillory or Ammowred onployments bofore training and oxmlo},'nvm in
othor land=support trades.  In developing thig schome, PAW and UIHQ polioy=
makers have worked extremely closoly togethor. The schom: has only beon in efrcot.
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for a very short period of time, but early retums are encouraging.

21. A system of "lateral entry" is being developed for use especially in

the sea-geing trades. This will enable the high~technology "Navy" to take

advantage of recruiting anong those who graduate from ouwr commnity colleges, ,
This scheme is still wder development,

22. There has been much discussion between PARU and NDHQ) on ways to decrease
disruption at the entrance and cxit of sexrvice life, so that a period of tims
Yout of society" and into the Forces will not seem so frightening. Tha main
thrust herc is the develomment of a "re-location" assistance programwe s that
individual nembers of the Forces can expect educational and vocational cdevelop-
ment which will enhance their probability of success when they retwmn to civilian
life. How much it resembles your veterans' bhenefit package remains to be scen;
the project is just now being initiated for study by headquarters.

23, Perhaps a wore vigorous approach to increasing job satisfaction is under
development at PARU. The concentration here is upon the develooment cf a more
effective Canadian Forces placement strategy so that individuals can achieve
better job satisfaction early in their careers. We ave working on a new
classification battery which should enable a much nore effective match of indi-
vidual intarests, aptitudes and abilities, and this is associated with a more
coneentratad career cownselling procedure., The intent here will ke to offer an
individual the hest comselling he can find in Canada, whether he chooses to ‘join
the Conadian Forces or not. Rach indivic el will be regarded as enrollable,
but with differential probabilities of sucoess in the occupations he may pursw
within the Foreos., We ave well wunderway on this project, and wo are very much
interested in the school approach technique of the USNPRDL,

24, Other activities, such as IOTRP, are heing developed as ways of attomsiing
to generate some kind of vocational coumitment early in the career bofore
occupational development. :
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ATTRITION: THE ABSORPTION AND INTEGRATION OF NEWCOMERS

David Gottlieb
University of Houston

My primary purpose here is to attempt to point out certain factors and
conditions which have been associated with youthful attrition from school
and employment. YHopefully identification and understanding of these inter-
vening and contributing variables might be of some practical value to those
seeking to minimize undesirable or unnecessary attrition from the armed
forces. Using, for the moment, a chronological base T am defining youth as
those who are between the ages of 18 and 24, As will be noted later, however,
age alone is not the single or even most important criteria which should be
used in defining any particular stage of the human developmental process.

The focus here upon the 18-24 year Qld age group is of bemefit for twe reusons:
First, it is the age group which 4s wost likely to fall within the problem
area of first tevm attrition; secondly, rvelevant available data are usually
published in a manner which makes such an age grouping wost convenient {ov

}hu purposes of this particuluar preseontation,

Prior to my prusentation of these data, 1 -feel it would be helpful to
provide you with some idea as to the histovieal and vonceptual consideratiens
which act to shape my own thinking about this serious and coatly prublem,

Let me begin by veting that my owa empieical research has been alwost
exelusively devoted to issues of youth secialization and youth behavior. Due

to these interests 1 have been a participant in perhaps too wany vorkshops,

conferences, symposia, and task foreea--designed to propose sulutions, policies,

and programs which might cahanee the cdueat fonal, coployment, and soeial
achievewents of the young., 1 should add here that whether or nnt there was
or is consensus beitween the target population (youth) and pulicy phaowners

{adults) as to what conﬁt!tutes achiovement or suceoss, was then and vewains

%, .
now an unanswered guestion, -Suffice to say in the wajority of instavces
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where judgements avebeing made as to what is best for the young, for social
institutions, and socicty--those judgements are being made by adults, Whether
such should be the case or whether youth should be more or less involved in
matters effecting their destiny is not the central concern of this discussion.
Nor am 1 proposing that generational consensus is necessarily desirable or
possible, Rather {t is simply an observation and one which 1 feel is worthy
of consideration.

My own research and policy experience leads me to also conclude that the
state of the art=~-that is the art of understanding the dynamics of youthful
attrition from socinl orpanizations as well as the art of effective rvemediation--
has aavanced little in the course of the past twenty years, 1 believe an
objective review of the literature would show, among othev things, that curvent
explanations offered to account for youth unesployment, youth woblliity, school
dropouts, and vouthful delinquenecy, vary only slightly {rom explanations
offered in the 1950°s,  Nove does theve seem to be mneh recopaition that probleas
of youth attrition are not Hnited to wmales, to the pom, or to minertity youth,
Propused amelivrative stratedgices alse huve o wmose familiar vieg.  The offeved
solutions continue to place the buvden of proef upén the vonthful eltent with
Himived attention heing pald o the eosponsibititive ﬁnd ohiigutions ef thase
fnstitutions vagaged tn the tratning, education, and employsent of the young.

Mu conceptual view is that in matters of soctalization, cducation, omployment,
V_und teatning, 1t takes twe to tanges  the socialigee (n this care youth) and
the sovializer (Which faeludes vdueational institutiong, organizations which
verenit and eaploy, amd the vaetons nrg&ntaatgnﬁa which vonstitle the militavy).
It follows then, that vgual atient bon éﬁﬂ! huJulvon to buth e characteriseies

b the revrult, stwdent, amd eiployee and the claracteristies of the reveiving
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organization. How these receiving organizations go about the husiness of
the absorption and integration of newcomers hus, | waintain, been given only
limited study. ,
Hopefully this particular discussion will shed some light upon both
sides of the socializing coin. With regard to the understanding of youth
behavior some progress has been made in recognizing the potential impact of
such variables as: sex, socio-cconomie status, age, race, cthmicity, familial
structure, and place of residence, The tendency, however, is to continue to
view youth as a monolith, Hence, the fifties are seen as the age of youth
apathy; the sixties as the age of youth rebeliion and activism; -and the
seventies we are told represents a veturn to the apathy of the fifties,
Sweeping statements and generalizations are made about population categories
which often number in the millions,  We hear statements sueh ags "Coll
youth today" or “younp women want® or Black adolescents sevk” or "wniddle class
youth are experiencing,..." and "todays Marines want™, Obviously theve is a
need far move in the way of mulii=varviate analyris and ouch wore in the way of
“caution in bridging betwoen linited sawples to massive population=projections
lontradiction can be found between the concept of human developament as
artisulated by hvhuvturn§'aciontiats and the realities of generativnal related
rosQaren, .Cpnvuptunlly we soe huran development an on=going process of change:
in whieh physival, vaotional and intelleetual dovelopment plays only a_ﬁocnnﬁ-.
“aey role in deteraining the behavior undsidgfcd'uppropriule for peaple who
s are Qt ditforon; StaRes uibthe Vife eyeles  Our wothodology, Bowover, enconrages
7 a view of huaan dovelopoent as vepresvnting a serien of aebitrarily divided -
and theoretfeally uivelated age groaupings. A o ecoiicquenve we hecome Livked
inte an*qu ased poliey and vr@uram&aliv ar fentat bon establishing what tay

in taet be undesivable and fneffivient methods tor mecting our lussan vesonree
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needs.  Henve, we think in terms of which age catepgories for which types of

task fulfillment as opposed to which types of skills and bchaviors for which

kinds of jubs and responsibilities. This lock step approach denies the fact

- that there are onumerous tasks and needs which can be handled us well by the
» young as by those who are older--by males as well as by females, Partiemlarly

it a highty technodogically developed society where work calls for less and

. ;1 less in the way of physlcal strenpthy age and sex become less salient criteria

in the efficient use of human resources. The reatities wore than supgest

%" the need for greater flexibility and a shift away from outmoded age and sex
stervotyping. We now find, for example, that there are lavge numbers of
adults who are seveking out wid-career changes.  Mon ond women wishing to
axplore new employment and T{fe style alternatives, Over the past ten vears
there bas been o very deamatfe change in the volTese age papulation with a
very slenificant influx of students who are wver 29 years of age. There
has hvgn a similar amd even move impresstve envollmeont of the middle aged .
in nop=ecredit skill and fudividoal development courses and programs. At the
same time, we Find an fnerease (o the propovtions wi young people==those we

Swould expect (o be i sehanl, droppiug vut either persapent by of teaporarily
in purauit of alternat ive work and Lite exper.onves,

'Pcrhapn»unv poteatial and pactial gelution te 1iest tevm attrition would
bu o encourage the ealistaent of an older, Borv patuwrs, amd wore settled
segient of the population, 1bere may well be highly qualivied and bighly

Lot ivated aduits who wonld be responsive Ty the fdva ob geeving a tevs in the
arsud r~>svs. Orpantat fons such a8 Visti and Peace Corps.tave found that
1t 18 to favt tiw older veluntecr whiv s ot Tikely (o conplote the raqqirvd »

term ol Refviees.  Boether, the ulder voluiteer shows higher warale anid exprosses
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a greater sense of achievement and satisfaction with the assignment}

Yet another important reasou for thinking in terms of expanding the
age pool of the wmilitary stems from the hard data which wakes apparent that
ours is raplidly becoming a society of older people. Nor is there any reason
to expect a shift in this demographic pattern,

Certainly colleges and universities have not been unaware of the impact
of shifting population ape groupings upon the imwediste future of institutions
of higher education. 1t is not because of altruism alone that more and more
colleges and universities have liberalized both admissions and curricular
policies., Unlike the armed forces, {nstitutions of higher cducation do not
currently have available the alternative of compulsory service. At the same
time, universities and the armed forcees are confronted with similar problems:
1) how to maximize the recrultment of thuse elieonts who are essential for
the continuvation of the institution; 2) hoew te identify and attract new
and different elients; 3) how to minimize the attrition of those whom the
institution seeks to retain,

Gont tnuing with the diseussion of onr inabllity to deal adequately with
gquestions of human development, 1 do have another observation which may have
some relevance to the speeific concerns of this conference,

IL was less than one hundred yvars ago (1904) that the psychelogist,

G. Stanley Hall coined the term adolescence as a social stage of the life
cnurse.z Despite a lack of consensus among sveial seientists, adoleseence

was and continues to be viewed as that 1ife stage which fn\!arhefuo»n child=
hood and adultheed. The upper boundaries or adolescence and the lowver
boundaries of adultheod being perevived as the peint when the young enter inte
what are considered to be the adult voles of warviage, parenthoad, or full '

tiwe employments adulthood being contiveed wice the fudividual moves from
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a position of dependence to one of independence,

More recently (1970) Kenncth Keniston sought to add some clarity to
the developmental discussion by suggesting that youth, as opposed to adoles-
cence, could be viewed as a new "psychological stage of 11fv."3. Briefly,
Keniston takes the posltion that for many youny people, matters of depen-
dence and independence are neither complete nor clear. There are numerous
collegé and graduate students who remain financially dependent. On the other
hand, there are many 15, 16, 17 year olds who are totally detached from
parents and dependent upon themselves alone for physical survival., Similavly,
there are thirty vear olds who are single and ninceteen year olds who are
buth married and parents.

Factars such as social class, personal chodiees, and a socialization
process which keeps the young in Ciraining and In preparation for so=called
adult roles for vver extended periods of time, does empirical damage to a
developmental proeess which sees all age coborts behaving in wueh the same
manner in all periods of history, e

Youth, then, is seen as a4 post adolesient stage which nay or may not
voincide with various behaviors or statuses which are normally asseciated
with adulthood, It is a term which §8 not vasily defined by the dimensions
of chronological age. Simply stated, a married doetoral graduate student,
father of two children, cannot be vicwed in the same momner as hin 30 year
old counterpart who 3s ciployed full time with General Motors, Hor as we
have come to learn, éun an 18 vear old combat veteran be viewed as being
less an adult than a 25 wear old eagineer. Oue value of the youth concept
is that it wakes the point that chronotogieal age alone 16 dut suflielent
to tell us where people are with vegard o thedy own deve lbopsent wor 1o the

oxtent whiech they have aeliteved some personal clusire as to how they seok
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i o to connect and interact with their society. With the prolonging of the pre-
adult socialization process has come an extended moratorium on the time period
for which the very young and not so young have an opportunity to explore,
experience, and test out prior to the making of more permanent commitments.

: Deferring of marriage to a later period of 1ife is but ovne component to the
overall practice of delay. Deferment and delay will also occur in matters
of career choice and career commitment. One consequence of this delay is
higher mobility and less stability in the work and ¢ducational behavior of
the young. Unless there is a dramatic ruversal caused by severe cconomic
conditions, 1 see no reason to auticipate a change. I would propose, on
the contrary, that given rising expectations of the young and a decline in
career opportunities which match expectations, an escalation In restlessness
and mobility with wore and more of the young takiog mere and wore of their
Life time in deciding upon an acceptable self concept and an acceptable uctzj

]
campoedation with their soclety,

The deferring style does, of course, have iaplications for any soeial
institut ton, dncluding the mitttary, which i dependest upan the youny, De=-
spite high Yovels of unemployment worker atteition and absenteelsm, parvticu=
tarly in the wader ape 30 grenp, 15 high,  Empsloyers complain that buge teaining
fnvestment costy are lost because of youth fnstability,  Attrition in colleges
atd untiversities vontinuens to vliab with fewer and Tewer students comploting
bacealaureate degree requirenents within the teaditions) tour year peviod,
ubviously this same laek of_stnhilicy~~ruluvtnnvu to eomgitmont==wiil ilmpact
upan atteition vates i the aveed forees, We should sor expeet that a pa;tvvn'
which {3 no prevalent dsoag the yaung'wlll be vanily nbandnuvd. i wngld gu

a step faeeher amd spevulate that the loposing o1 severe ganctiong alone will
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not cause significant reduction in first term attrition. Certainly current
sanctions are not mild and not unknown to members of the armed forces. Be-
yond that we already know that reprimands as well as threats have not been
terribly effective in altering undesirable or unproductive behavior. Youth
do leave school knowing full well of the financial investments made by
parents or the student. S8chool attrition increases despite the still popu-
lar belief that educational credentials alone will separate out the high
wage earners from the Yow, Employment is abandoned even when there is no
other carcer alternative available. Costs may be quite high, financially
and emotionally, but the need and desire to hang loese--to explorve--and
therefore to delav--what we have called maturity and settling down--remains
a very important ingredient of the Americon developumental process.
Recognition of the deferment-delay variable wonld sugpest a need for
some organizational ve=arrangement in the process by which service personnel
are recvuited and classified, 1t may make some sense to establish ground
rules where the reeruit is given o deciston time morateorvium. A peried of
time in which the reeruit as well as the vrpanization have an vpportunity
to work out aceeptable vopnecting arranpgements. A period of time duripg

whieh it is undersiood that either side may e¢hoase Lo disselve the relation=

- ship without punishment or reprimand. Reerunits in this initial stoge would

- not be classified as being full meabevs of the arwed forees. 1t would be

understood that service Jdepartuve during this pre=serviee pevied would net
entitle the rveeruit to usual full service benefits,
Hased upon What we have learned about youthiul attrition from work and

sehool, 1t would appear worthwhile to consider several other vooling out and

opting out stratedgios,
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On the enlistment side, we know that decisions to accept employment
or enroll in school are not always based upon rational behavior or systematic
study. Young people do react to a variety of influences. A lack of counsel-
ing resources or perceived alternatives may provoke bebavior which is neither
in the interest of the {ndividual or the receiving institution. Wise choices
and a faultless decision making capacity is hardly the norm among adults
and we should therefore not expect more of the young.

To this end, it may be rveasonable to consider some process whereby
potential recruits would have an opportunity to re-consider actions taken
during a less than optimal period, The re-thinking designated time perjod
should, however, be one that will enable the potential vecruit to learn move
about the subtle and less apparent implications which will follow from organ-
izational entrance. No matter the organization, where survival is based
upon voluncary entvance there will alwavs he a diserepancy hetween expectations
and vealities. Seldom are new recruits, be they students, employees orv service
personnel, provided with a complete or evealistic picture of the vecviving
organizations expectations, pracedures, demands, vr social elimate. One result
is that we {ind numevous youth who insist that ehey were misled, Obviously,
attack  wpon or eritieism of the receiving institution is to be expected
trom dissatisfiod or disgruntled clionts, Only in vave instances will peeple
adimit that persenal failure was the determinant facter in ones Inabilicy to
succosaful ly dénl-uith organizational demands and expeecations, 8till, theve
18 more than Mittle reasen to believe that iy moments of reeruitment seal,
fn pare, stimulated by quota T11){ng pressures, oegantzational represeatatives
vill either distort or minimize rveality in ovder to woot veernitment demands.

Ropardloess of the institutional and pevswnal dynsmies involved, 1o does wake

seuse to provide the petential veeruit with veanonable time and information,
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Ultimately, it would seem to me, such an arrangement would be of cost,

morale, and psychic benefit to both the individual and the receiving organ-
ization. At this point 1 recognize that my observations may be viewed as

the rhetoric of one who is either unaware or indifferent to the workings

of formal organizations. 1 do, of course, appreciate the need for planning
and the fact that every organization must demand compliaunce to legitimate
rules and regulations.' Nor do T operate under the naive assumption that
organizational policvies and programs should be determined by novice recruits.
On the contrary, 1 tend te agree with those who hold the view that we may
have gone too far in stressing the rights and privileges of youthful re-
cruits whether the setting be work, school, or the military., Privilege and self
determination must be coupled with responsibility to self,others, and soci-
ety. If anything 1 would concur with the view of Dr. D, Baumrind who took ex-
ception Lo certain recommendations made by the Panel of Youth, a federal
government sponsored task forev,  The rveport, issued in 1973, plaved far

more emphasis on youth vights and privilege thauv upon youth responsibility.
Baumrind mokes the {oalluwing observations:

"Adults whe continue to proteet the youth in this way or
to reward iote late adolescence his epoistic, antisovial,
ivrational side prolong unduly hig period of ehildhead
omnipotence. The effort on the part of wmany 'liberatvdf

© adults and communities te provide adoleseonts with a
plethora of unveal options effectively nentraline the
elforts of other adults who would veantve of youth that
they veciprovate for sevvices reeeived with sonething of
value and thav while dependent upon their elders for sup-
port and substance, they adjust to theiv idiosyneranedes
aund Vimftations, Adults have the vesponsibiliey to provide

‘a youth not with a4 nultitude of plewdopossibilities, but

vather with genuine chotees amony a fow good options,”
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I would go a step furtaner in suggestiog that youthtol attrition from volun-
tary organizations may be enhanced by our failure to stress the saliency of
youthful responsibility and obligation., Surface rhetoric to the contrary youth do
look to adults for the setting of organizational guidelines and procedures,

The prevalent expectation is that those who do operate and control social
institutions do have the koowledge as to how those institutions should
function, Complaints of inconsisteney and inequities do not necessarily
represent a view that control should be turned over to less knowledgeable

and less experienced individuals, On the contrary most youth would accept

the proposition that it is, despite shorvteomlngs, the responsibility and

right of the parent, teacher, employer and administrator to determine the
direction and process of the training, manugvmcnt.'and socialization mechan-
{sm. Given that adults do have the seeietal responsibility and contvel, it

is not upusual for vouth ta expeet adults te establish and ebforee organ-
fantional groundrules. What youny people do scek is claricy, communiration,
truth, and equity in how these organizations and institutions go about the
business of youth suciallzation and yeuth eentrol, 1t may well be that in

our desive toe be more respensive toe whn; we perecive o8 youth negds and de-
sires we have pursued poliecies and procodures which aru'ngither calierent or
consistent. Of eritical importance Is the presentation of 4 posturv‘which
communicates to thvnyﬁung.that the Line between privilege and rvesponsibility

is inseparable, Of equal fmporeance 18 the thxgatiou of every soelal fostitu-
tion and evganization te prcsvnt a truthiul and realintie pieture. EBaeh inguie
tution and orgaﬁization must be held aeceuntable fov the providing of authentie
data as o purpose, {oals, SEructare, PracveRiues, npporluuitivs,Vcénstv«inrh-and

vowards, My caphasis on the need for opring ot oppertunities as well open

91

ok, v e T . n ..




and full dlsclosurc'is not to be confused with Llssues of organlzational
management. Again, 1 hold the position that in our apparent desire to be
more respousive to the young, we may have done more harm than good. The
task of turning things around will not be a simple matter, made all the
more difficult by a societal climate in which many adults also stress rights
and privileges ahead of responsibility and community commitment. Youth
who are now entering the military are products of a variety of institu-
tions and settings which contribute to a youth posture which tends to
negate the importance of responsibility to sell and country. Some recog-
nition of this problem has come to the surface and concern is being ex-
pressed by some institutional representatives.

Recently the Kettering Foundation, tollowing a review of a wide sample
of school publivations dealing with student rights and respensibilities,
reported thal:

"ahout 99 peveent of the content of these dovuments deal

with student vights and less than one percont with re=

spunsibilitics."ﬁ

In response, the comnission lald out a List o what it felt was needed: in-
eluding fthe responsibility for all adelescents to protect the gonstitutional
rights of others, te obey 'reagonable® rules and regulations establ ished by
the board of education nnd'implemun:cd by weheol administrations, to vefvain
from libel, slanderous remarks, Qnd nbﬂcenity‘iu verbal and written uxproy=
sion, and Lo undertake a soetal comaltment." While the commission’s rceam-‘
Cmendations hardly vepresont a bold and atartiing statement it does utand in
vconErast to fostitutional expreskions of the past deecade.
“Given that the arwied (orees muse._nimiiur o cﬁplugvra. colleges and

whiversities, deal with the proaduers o) ehelivr soelalization it pay make gene
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sense to increase the interactions between the three institutional sets.
While admittedly differing in purpose, structure, and process, there are
numervus commonalties., Each must deal with problems of recruitment and
attrition. Each must be sensitive to economic, social, political, and
psychological issues. Each is confronted by problems of training, disci-
pline, morale, productivity, interpersonal relations, race and ethnicity,
and effective strategies of con(lict resolution,

A more formalized relationship would not only enhance the sharing of
data, but might also act to alter the image of the military as a highly
isolated and insuloted organizatiom.

Several recent studies dealing with youth attitudes and perceptions
report yot another youthful characteristie which holds important implica-
tions for the military as well As ather youth receiving organizatiouns.

These studies polat out that many young people do not feel a sense of loyal-
¢y or commitwent to massive institutions or terrvitories, Publie patrietic
Gxpressions of coumitment, to wviacs esuntiy, state, or eity are not the noerm
among youth. Ner is there very wuch in the way of a serong sease of attach-
Bent to ones university or ones employment organization, | |

While zovial elass, age, and edueation to goneratv”sﬁm@ variation, con=
T EMpOrAEY yag(h attitudes do refleet a stronp senue uf»tsrqing inuayd--nf
persuuu} priyatiﬁm; a presentation of selt which iﬁvlndué rejection of things
lovge and complex. Ny own research with ecolleme ape youth suggests a dea-
matievdepnflutc from that rocent period wlivie the guungléura seen a9 highly
altruistie aud muéh vonverned uith probloms éf povorty, racism, . and seeial

injus:icu!> 1 chink it would be -fade to conelnde, then, that this genvvation of

"~ high weheo) and college age youth does not hold as o flest priovivy rosolugiun—of the
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problems of others or the problems of society.  Although not indifferent to
such issues, the fivrst priority is to vnesell, onds immedinte family, and

one's closest associates, This emphasis on self and swall groups of signifi-
vant others 18 not necessarily the product of self~indulgence, denial of the
needs of others, or the single minded pursuit of afflucnee, rathey, it rep-
resents what many people, particularly young prople, sce as the only efticient
way of retaining o feoling of self-worth, sell=determination, and self-fulfill-
ment. In part, this turning invard, this selr privatisu, docs retlect a de-
sire to escape from the constraints and prvgsurvﬁ imposed by external jostitu-
tions ot which youth have mintmal undevstanding and for which they show tittle
sywpathy.  The end result is a posture of strained acenmodation where youth
give litele more than that which is required or expected.  Stnee these data .
are based upon intevviews with vollepe eavolted aud full time erploved youth *
we should, 1 propose, espoct even Jess in the way of commitwent {rom yauth in
the armed forves, Hoth higher education and employuent are seen a8 legitimate
and sacially aeveptable aciivities, Porna) wdueation is, af vourse, recopnized
te be the proper means for preparatinn tor productive aduit voles. Full time
eaployhent is seen a8 the pest satural step and an essential 1ire sustadning
reguirement.  loth activities are perecived byvynuth and chvrs as being needs
:uunva‘thg fulfiilnent of somé iduutiffﬂbiv end, HBoth nrq'ﬁieuvd as soeially
vidorsed nvccshitios)'frum which few, no watior pﬁrﬂoﬁulihrefervnfes; are
allowed to veape.  Such {8 H0E the case with 2 litary serviee particularly

o times of posve. There &8 little in the sacial «limate of our sovivry whieh

represents cilorsement of wilitary Servive.  Theee §n Yigele, wutside of Tegal

sanctions oe Thed Lol pressure, whivh avte te cibamee cornlotion of vbligations
3

Tor those who do onter the Bilitaey,  WhIE 1 do ao bave ieecss L0 thy Necessary .
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data 1 would think that in most cases in service peers do not actively attenpt
to discourage those who do scek to leave the service., Further, if 1 might
project from earlier research involvements with the 82nd Airborne Division,

1 would speculate that wilitary officers facilitate departure of the dissatisfied
in order to minfwize the negative fmpact of that "one bad apple”.  In any event,
1 would propose that what appears to be a significant alienation of youth from
massive bureaucravies combined with a primary concern tor self does very little
to envourape comnitment to the armed forvees.

To this point 1 bave sought to identify certain youth characteristics,
bebaviors, and values which may have some impact upen guestions of fivst-term
attvition. 1 have also attempted Lo gake the puint that while 1 am data fvee
of information from vouth who arve of or have been in the servive, 1 do believe
there is much of value to leaen Srom data eoblected from youth in work and
sehool settings., Finolly, and perhapr mase imporeant, | toke the position
that while the current vondition of the vonng leaves much to be desived, theve

are intervention steps deserving of consideration and possible implementation,

3 ?

- Sume ot these steatedyies and propogitions have been identified during the

course of thig discunsion. Those uwhieh tol low ave based agait upen sy oW
work and esperieace and o recently published work by Alexander W, Astin, on-

tirled, ggggyutng“SqupQ;Q“Efo@;DrgypingQggg,“ Wital mont ispresscd me about

T

Sastin's work fa that Yo sethodolopy i sound, the anolysis is eowplete, (e

conelnsions conenr with By wwn views, and do have applicstion te all instico-

pians confronted with problean of youth attrition,  Of.equal saliency is the

Cbaet that Astin is vne o ghe few behavieral scieptings who oxpress the opinton

that while such o1 the youth probler i8 ervated and 1nfiuvieed by vseoenal

sivial styuctural factors, coft.inly s o the diridvaley is proveked by
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those institutions which deal with the young.

Astin bepins his discussion with several notes of caution: First, that
there are cases whereearly attrition is probably the best course for both
the individual and the institution. Secondly, that this particular invest-
igation is based upon rescarch conducted with full time students enrolled
for the Tivst tiwe in traditional college institutions. Students who aspire
only to an associate degree or to we deprec were excluded.

A critical factor in stadent survival is the degree of studeant involve-
ment with the lite and envivonment of the instituticy - the greater the in-
volvement in organtzational based activities, the greater the liklihood of
progran cont inuation.

Astin notes alse that "the students undevaraduate prade point average
has a stronger relationship to dropping out than any ather single variable®,
This velationship is (ound to ;xist even when the students' priov academfe
backgronad and ability are taken inte acceunt, thus anvthing that can be
done to enhance students aecademie performance will alse tend to veduce ateeition,
A similar cenclugion can ho drawn from research dealing with work satisfaer.on
and warker attrition. The pore evidenee o1 achiovement and achicvement recop-
ateton, the greater the Hiklihend of carcer satisfaetion and ecateer stabllity.

No doubt (hese findings would have some appl.cabiliey ta the arwed iatcvs‘

Possible. intervent ion techiniques ave auiercust -tutering, prograged instruction, -

spectal gkill development cougses, self paced - learning, among others. No mattoy
';hvfintvawu:iaﬁ Appraach the poal would be we-falds 1) o euhawee thg'
‘achi@vvmvnt lovels af -vveriits and-Z);’p?@vida'vvc@gniiionzéf actiievemeit

0 arder §a,§vonfafev.§hv FOCERILE Ui Bentie Of progrews and aveonplistment.

| Tied in uilh‘thé o facturs of iﬁsti{ntiénét_GnvnIVvﬁant and gchicvqgcﬁt

in o third vasiabie Townd (o play ap idporiant r@lc'in attritiqn.."épgiﬁ paiﬁts
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to boredom with courses., Both men and women cite boredom more often than

poor grades, and it is, in fact, the single reason given most frequently
by -male students. Obviously buredom cannot be detached from matters of
involvement or achievement.

As Astin notes, "while boredom way be a soclally acceptable rational-
ization for ieaving college, it also indicates non-involvement™,

Boredom and monoteony appear as an explanation frequently offered by

‘ those who leave employment, particulary the young.

" Research dealling with worker alienation indicates clearly that even in

" white collar professional job settings boredom, routine, and monotony con-

tribute significantly to production sabotage, attrition and absenteeism.

“To offset or perhaps minimize worker alienation some corporations have made

serious attempts in both work setting redesipgn and employee involvement, I

am not speaking here of the traditional schiool of management approaches which

* have done so little to alter the mood of worker alienation., Models already

exist in this country as well as overscas. Bnlightened management has already

learned that flexibility and cholce in job design, length of work week, hours

worked, and forms of compensation can contribute significantly to worker

productivity and satisfaction,’

I, of course, am not in a position to assess just how muych-flexibility
and change can be brought about in the tru!ning work ¢limate and s;ructure of
the various armed forces., [ would, however, contend that such experimentation
may be of some.potencinl value in helping to counter the problem of flrst yéar
attrition,

Along similar Unes 1t wight alse make some sense to seek to reduce the
siée of the varions within service units In order to eshanee a stronger feeling
of community, As poted earlier youth are foc Lined to shy away from large

organizat lonal attachment with a preference Tov smaller and wore cohesive
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groups. Smaller groups are more effective structures for increased communjca-
tion, esprit, and self management.

In attempting to minimizg attrition, youth dealing institutions have
pursued efforts to identify dropout-prone clients, The object, of course,
being to screen out, at the entrance stage, those least likely to remain with
the institution. TIf successful in such prediction efforts, the institution
could no doubt show some benefits both in costs and planning.

Unfortunately, such predictive devices have not been proven to be terribly
effective, Astin makes the followlng observation: '

"Using all the best predictor variables from this study as ad-
mission c¢riteria would make possible only a moderate improve-
ment in predictive accuracy. Thus, a substantial proportion
of the most dropout-prone students admitted would complete their
program and a small but sipnificant number of the least dropout-
prone students would not finish theirs., 1In short, institutions
can bhe more flexible in theiv selective admissions without fear

that dropout rates will be unduly influenced”.

Siwilar fdndlogs have emerged {rvom studies of youth iu the labor market;
youth in vocatlonal=carver tralning programs; and youth in Peace Corps and
VISTA. The current state of aifailrs would suppest conceatrating upon the
recefving organization and 1t's methods of absorption and {ntegration us
oppesed to a concerted forus upon predictive devices,

1n conclusion then, with regord Lo matters of first term attrition, 1
Jo helieve that with certain within {nstitutional changes improvements ean
be accomplished., Still, gfven the needs und arganization of the military
and the conditions of youth and soetety,  doubt seriously if praposcd cures

will generate a signiticant deat in the problem.  No matter the stops taken

by the armed forces, particvalarly in times of relative peace, T do not believe

we can antledpate a surious change 1o how the youny will respond Lo such
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service. Military service is not an activity supported or cendorsed by a
‘society committed to social mobility. 1t is négmun activity typically en-
couraged by parents. The armed forces are not an institution accepted by
many of the young. Its status as critical only emerges at times of recognized
national crisis, Tt is not viewed as a viable altern;tive to civilian educa=-
tional and employment organizations.

It is for these reasons and others that T hold a fairly pessimistic
view as to the effectiveness of proposed intervention stratedgies. My own

inclination, again, for a variety of reasons probably not appropriate for

discussion here, is that our nation implement a program of national citizen

service which would include service in the armed forces,
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Organizational Commitment and Personnel Attrition
Lyman W. Porter
University of California, Irvine
and

Richard M. Steers
University of Oregon

Abstract

This paper focuses on the construct of organizational commitment as
it velates to personnel attrition in organizations. The first part of
the paper reviews the nature of organizational commitment, along with
several individual and organizational antecedents of the construct.
lased upon this intvoduction, data are reviewed from a receat study that
specifically addressed the commitment-turnover relationship. Following
this, conclusions ave drawn concerning the role of organizational

commitment in the prediction and reduction of employee turnover.
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Organizational Commitment and Personnel Attrition*

In the search for ways to reduce employee turnover in organizatioms,
increased attention has been focused in recent years on the development of
comprehensive process models of the withdrawal process. Such models are
judged to be superior to static correlations between a set of variables
and turnover at a given point in time (Porter & Steers, 1973). If we can
study turnover from a wmore dynamic perspective and learn more about the
process leading up to the turnover decision, administrators will be ina
better position to take the necessary steps to minimize the loss of valued
personnel. This paper attempts to facilitate the development of a process
model of employee turnover by focusing on the concept of organizatiomal
commictment and its vole in employee retention decisions.

Organizational commitment may be defined as the relative strength
of an individual's identification with and involvement in a particular
organization (Porter, Steers, Mowday, & Boulian, 1974). It can be character-
ized by at least three factors: (a) a strong belief in and acceptance of an
ovganization's goals and values; (b) a willingness to exert considerable
effort on bohalf of the organization; and (c) a strong desire to maintain
membership in the organization. 'Thus, commitment, as opposed te simple
attachment or membership, involves an active relationship between an
ampleyee and his employer in which the employee is willing to givé SOoma=
thing of himself in order to contribute to the vealization of the organiza=-
tion's goals.
wilie rosearch reported in this paper was supported by a contrvact from the

Office of Naval Reseavch, No., NGO0l4=76~C-0164, NR 170-812.
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If the concept of organizational commitment is used as a central
variable in the study of the withdrawal process, two important quesfions
must be answered. First, we need to know which factors seem to enhance
employee commitment. Second, we need to know the specific nature of the
commitment~turnover relationship. Hence, the partial model of commit-
ment and turnover suggested here consists of two parts: antecedents of
organizational commitment and outcomes of organizational commitment

(Steers, 1977).

Antecedents of Organizational Commitment

A great deal has been written about the possible antecedents of
organizational commitment., When the various studies are examined, it
becomes clear that major influences can be found throughout the work
environment. TFor the sake of parsimony, these influences can be grouped
into three main categories: personal characteristics, job characteristics,
and work experijences.

Personal characteristics. Several individual difference characteristics

have been found to influence commitment. Specifically, commitment has been
found 'to be related to age (Hrebiniak, 1974; Lee, 1971; Sheldon, 1971;
Steers, in press), achievement opportunities (Brown, 1969 Hall, Schneider,
& Nygren, 1970; Lee, 19713 Patchen, 1970), education (Koch & Steers, 1976),
vole tension (Hrebiniak & Alutto, 1972), and central life interest (Dubiw,
Champoux & Porter, 1975).

Job Charvacteristies. Commitment has also been found to be velated

to several job characteristics. These inelude job challenge (Buchanan,
1974; Hall & Schneilder, 1972), opportunities for social interaction (Sheldon,
1971; Steers, in press), task identity (Steers, in press), and feedback

(Ross § Zander, 1957; Stours, in press).
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Work experiences. Finally, based primarily upon the work of Buchanan

(1974), commitment appears to be influenced by the nature and quality of
the work experiences that occur during an employee's tenure with an organ-
ization. Work experiences are viewed as a major socializing force and as

such represent an important influence on the extent to which psychological

attachments are formed with an organization. Work experiences that have

been found to be related to commitment include group attitudes toward the
organization (Buchanan, 1974; Patchen, 1970; Stcers, in press), organiza-
tional dependability and trust (Buchanan,.l1974; Hrebiniak, 1974; Steers,

in press), perceptions of personal investment and/or personal importance

to an organization (Buchanan, 1974; Sheldon, 1971; Steers, in press) and

rewards or expectations realizations, (Steers, in press).

When takep together, the findings offer substantial evidence concern-
ing the varied sources of influence on organizational commitment. Even so,
a common theme runs through many of these variables; that is, the notiom
of exchange (March & Siwoun, 1958). Individuals come to organizations with
certain needs, desires, skills, and so forth, and expect to find a work
environment where they can utilize their abilities and satisfy many of their
basic needs. Where the organization provides such opportunities (e.g.,
where it makes etfuictive use of its employees, is dependable, etec.), the
likelihood of increasing commitment is apparently enhanced.. However, whero
the organization 1s not dependable, or where it fails to provide employees
with challenging and meaningful tasks, commitment levels would temd to
diminish, Moreover, where omployecs have higher educational levels, it wmay
be more difficult for an organization to provide sufficient rewards (as

perceived Ly the individual) to equalize the exchange. Hence, more
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education employees (who are also typically more cosmopolitan) would tend to
be less committed to the organization and perhaps more committed to a pro-

fession or trade.

Commitment and Employee Turnover

The second aspect of the model discussed here focuses on the impact
commitment has on employee retention. Several recent studies (using both
crogss-sectional and longitudinal data) have found a consistent if moderate
correlation between an employee's commitment to an organization and sub-
sequent turnover (Porter et al., 1974; Porter, Crampon, & Smith, 1976;
Steers, i{n press; Steers & Koch, 1976), We would like to discuss in some
detail one such study (Porter, Crampon, & Swith, 1976). The reason for
singling out this particular study for attention is becavse it contains
certain features that arve fairly unique in the turnover literature and
because the findings are suggestive for both further rerearch and for
organizational action.

The features of this study that set it off from the typical turnover
study are the following: (1) the sample is composed of individuals starting
out in managerial carcers; most studies dealing with turnover focus almost
exclusively on rank and file employces; (2) the attitude measured is the
individual's commitment to the organization; most other turnover studies
involving employee attitudes deal simply with "job satisfaction; and (3)
most importantly, the study is longitudinal; individuals' commitment pat-
terns arc tracked from the first day on the job through the ond of the
first 15 months of employment. VFrom what we know from other literature on
turnover, this beginning neriod of membership in an organization is the most

eritical period for turnover, since that is where most of it occurs.
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In order to put the findings in context, a few words about the sample
and the methodology are necessary. The sample consisted of 156 management
trainees who were starting employment with a large retail organization.
0f this number, about 25% voluntarily left the organization during their
first 15 months of employment. This group thus was designated the "leaver"
group in our study. The remaining 100+ individuals who remained with
the organization at least through 15 months were termed "stayers", Several
kinds of attitudinal data (including organizational commitment) were col-
lected at each of the following points in time: first day, end of two
weeks, end of 2, 4, 6, 9, 12 and 15 wonths. The average response rate dur-
ing these periods was about 75% of the possible respondents for a given
data collection point. (Since individuals were leaving along the ‘way,
the sample size naturally shrank from the first day to the end of 15 months.)

The basic duta analysis consisted of "pairing" each "leaver” with a
-glven "stayer." As noted earlier there were 37 leavers, but the use of

stringent matching criteria left us with an analytical sample of 25 closely

matched pairs of stayers and leavers.

What did the data show? First, and wost strikingly significant
(statistically and otherwise), the eventual leavers had significantly
lower attitudes along the way than did the stayers. More specifically,
the eventual leavers were significantly lower in commitment attitudes
than stayers (p. ¢ .05) on the first day on the job, qnd were even more
soparated from the pairved stayers in the two wmonths period just peilor
to leaving (whether they left in the first month or 8o, or in the 12th
or 15th months). Put another way, stayers maintained a fairly constant
level of commitment throughout the first 15 wmonths on the job, whoreas
those who would eventually leave sometime during the firvst 15 wonths
~ started out on the job (first day) with lower commitment and their commit-~
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ment declined (though not statistically significantly so for this relatively
small matched sample) as they got closer to the point of leaving the
organization. These results are based on a strict longitudinal analysis

of the data.

A somewhat different analysis that involved cross-sectional comparisons
demonstrated the same effect. This analysis, however, showed the differences
between the two groups (stayers and leavers) in somewhat more dramatic
form. It used a "last back" technique of analysis. That is, leavers'
commitment attitudes measured within 1-1/2 months of the time they actually
left were compaved with those of the matched stayer group at the same point
in time; likewise, leavers' commitment attitudes 3 months prior to leaving
and 5 months prior to leaving were also compared with the attitudes of the
stayer group measured at the same point in time. What this analysis shows
clearly is that the closer an eventual leéver comes to the point of termina-
tion, the more his or her attitudes separate from the comparable stayer.
Thus, if a leaver is within a couple of months ofileaving. his or her
attitudes are clearly lower than comparable stayers; on the other hand, if
he or she is at least six mouths away from leaving, his or her attitudes
are indistinguishable from those of somcone who is not going to leave in
six months.

To put the total set of findings from this study in perspective:

The respondents =~ that is, the management trainees == who left the

organization voluntarily sometime during the fivst 15 wonths of employ-
wwnt typically had bogun to show a marked doecline in commitment to the
ovganization pricr to actually leaving it. Sowe leavers-to-be started
to report this decline immediately (i.e., the first day own the job) and

thus turned out to be oues whu were likely te leave in the first few
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months of the job. Others, who would eventually leave before 15 months,
maintained relatively high commitment until just a few months before depar-
ture. Of course, still other leavers never did show any drop in commitment
before terminating with the organization. These findings, taken together,
would seem to point to the following conclusion: if an individual member
of an organization begins to show or demonstrate a definite decline in
comnitment, it 1s a clear warning sign that a voluntary termination way
occur within the near future. Termination can occur without this decline,
but if it is there it likely has meaning for subsequent behavior.

A final point on this study: It does not answer questions regarding
cause-effect sequences. We do not know if the typical leaver decided to
terminate and then started expressing lower commitment, or whether commit-
ment started to deteriorate and was followed by the decision to leave.
Perhaps some individuals alternated back and forth between tentative deci-
slons to leave and changes in commitment. Also, of course, our study did
not address the question of the possible eritical events in the employment
situation that could have started an individual thinking about leaving and/
or that lowered his or her commitment to the ovganization. It will take
additional lomgitudinal studies, supplemented by other types of data in
addition to the kind we collected in our study, to help provide answers to
some of these questions. What our limited vesults do point towavd, howeQer,
is that some sort of "early warning" attitude detection system might assist
organizations in identiﬁying the inddviduals most likely to want to leave
and thus might be able_to give organizations time to take action that would

lossen the chances of turmover 1f that is desived.
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Conclusions and Recommendations

When the above findings are examined, at least two important conclusions
emerge. First, influences on the extent and quality of an employee's com-
mitment to an orgenization can be found in several areas of organizational
life. We have identified three such areas: (1) personal characteristics
(e.g., age, education, n Achievement): (2) job characteristics (e.g., task
identity, opportunities for social interaction); and (3) work é;periences
(e.g., the extent té‘ﬁhich'an employce feels personally important to an
organization and the extent to which he or she feels the organization can
be trusted).

The second conclusion to he drawvn from this paper concerns the rela-
tionship between commitment and subsequent turnover. In at least four studies,
organizational commitment was found to be a moderate but consistent predicter
of cmployee turnover. Moreover, in the longitudinal study discussed abeve,
measures of commitment improve in their predietive powers vis-a-vis turnover
as one approaches the point of termination.

‘Based on these findings, what kind of recomncndations can be mede eon-
eerning ways to improve éemmitment and reduce turnover? Several courses of
‘action are possible:

1 lOrganiaati@ns can ondeavor to build commitment by placing cmpleyees :
in situations where they havo opporcpaiﬁics to achiove poals that |
are persenally wmeaningful to them. To the ustonu.thatltbu organisa=
tion is seen by its mombors -as a primavy souvree of need satisfactiea,
attachment and commitinent should luerease. | -

© 2. " Ewployess must be shown that their peovs and supeviovs ave truly

coneerned abeut tholy weliave. One possible way to show such in-
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terest is through the use ol employee career counseling pro-
grams, where employees are shown the various options available
to them should they remain.
In some cases, it may be pessible to modify certain aspects
of employees' jobs so they have greater autonomy and respon-
sibility and can identify more with the actual tasks they pev-
form,
It is iwportnut that emplovees understand and identif{y with

4
the objectives and goals of the organization. One wav in which
this can be accomplished is by showing employees how their own
personal goals are congruent with the poals of the organization
and how centributing te the arganization helps in thely own per=-
sonal goal atvalnment. 1o ether words, iU would be desivable
to create an atwosphere ef mutual trust and support betwoen em=
plovees and the orpanization where both cantribute something toward
the attainment of the other's geals and where sueh an exehanga~;s
made with adequate censidevation for the empl@y@e's needs and

dosires.

Finally, it may be desirable in some cawes to monjtor attitudes

towsrd the jeb and organization at verious intervals to serve as

_an varly varning systen fov potential turrover. Such monitoriey

could be done formally or informaliy. Porhaps ene ef the most .

cffeetive means 18 through the superviser of superier. 1{ a

suporior understandshis or hes ﬁu@@f@iﬁﬁf@% and foels relatively

cloce to thim, he or shie should be in a pood position te sende. changes

in atiitudes (from. positive tq,aéﬁacivei IR tife to atteEpt vevedial

adtion.
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In'summaryt it would appear that one way to reduce personnel turn-
over in oréanizations is to focus on building employee commitment to the
organization. To the extent that employees identify with the organization
and are commited to helping it reach its goals, we w0qld expect them to be
inclined to remain in the organization. Thus, while we would not wish to
imply ‘that organizational commitment is a panacea for problems of employee

turnover, it is clearly one vehicle to improving the stability of an or-

ganization's workforce.
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POST HIGH-SCHOOL DROP-QUTS
(AND STAYERS)

David R. Segal Jerald G. Bachman
University of Maryland University of Michigan

The educated American middle~class, from which our policy-makers
and our social scientists come, has a fairly lock-step notion of what one
should do in the late adolescent and early adult years. The young
American is expected to complete high school, and proceed immediately to
some other gainful investment of one's time: higher education, entrance
into the civilian labor force, or military service. Actually, there are
two different kinds of expectations here. The expectation that an
individual will get a job after high school is tied to the notion of a
work career. It is expected that the first job will lead to a second,
with greater responsibility and remuneration, and so on in a continuing
progression, That is, once the individual enters the labor force, he is
generally expected not to leave it until retirement. :

The second expectation posits an additional stage in this progres-
sion, Between high school graduation and entrance into the labor force,
the individual enters an institutional setting that on the one hand
encompasses more of his total life at that point in time, a total
institution (Goffman, 1961), and on the other represents a transitional
state that he will leave when he reenters the common world, and enters
the civilian labor market. The examples that come to mind here are the
university, the monestary, and, in the days of conscription, when we
beligved in the citizen-soldier, the armed forces (see, e.g. Kennedy,
1974).

The first expectation runs counter to the dynamics involved in the
individual's search for identity during this stage in the life-cycle,
according to Erikson (1968). In terms of Erikson's developmental
psychology, the adolescent years define the period during which the
individual makes decisions about his or her future life: decisions based
upon free choice, self-actualization, and experimentation. From this
perspective, we should not be surprised to see adolescents and young
adults appear completely indecisive about their futures, or to make
decisions and then change their minds, or to reject the cultural values
and styles of the parental generation.

Prior to the advent of the all-volunteer military force in America,
the military was seen as a transitional stage by most people who served.
Except for the career nucleus, the services were staffed with "citizen-
soldiers': conscripts, draft-motivated volunteers, reserves, and cven
true volunteers who did not intend to spend more than a few years in
unifornm, Military service fit the cxpectation of a transitional phase

, between high school and civilian employment very well.

With the change to an all-volunteer foree, however, the definition
of military roles changed. The assumption was incrcasingly made that a
volunteer military would be a caveer wilitary, Driven by recruiting
shortfalls, recruiting and training costs, and projections of declining
age-eligible cohorts, efforts were made to make the enlistment decision
the first step in a caveer, rather than a transitional step in develop-

T O

We are indebted to the Smithsonian Institution and to the Office of
MNaval Resecarch for assistance in the preparation of this paper.
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issues, manifested in concerns as wide-ranging and abstract as Roszak's
(1969) thesis regarding the rejection of America's technocratic culture
by the ascending generation, as specific as the rate at which American
youth were dropping out of high school, and as dramatic as the violent
opposition aimed at the unconventional life-styles of some anti-war
activists on college campuses. One manifestation of this awareness was
the national concern voiced regarding the number of young Americans who
failed to complete high school. Secretary of Health, Education, and
Welfare Ribicoff, President Kennedy, and President Johnson all expressed
their concern with the high-school drop-out problem.

Early research on high school drop-outs, conducted at the Univers-
ity of Michigan as part of the Youth in Transition project, suggested
that the 'drop out rate" measured a symptom, rather than the problem
itself, The problem, at the most bhasic level, was identified as a
mismatch between the characteristics of some individuals, and the typi-
cal high school enviromment (Bachman, Green and Wirtanen, 1971). This _

..suggestion, in’turn, can be viewed as a manifestation of a-more—genexal
"contingency approach" to adjustment at various stages in the life-
cycle. From this perspective, individuals differ in the characteristics
they seek from an educational, occupational, or organizational environ-
ment, and the probability of their adjusting to a specific enviromment is
seen as a direct function of the degree to which the characteristics
sought are in fact provided by any given organizational context (see e.g.
Segal, 1977). )

The Youth in Transition Project identified another form of dropping
out as well: slippage between the post-graduation plans of high school
seniors, and their actual post-graduation activities. Three quarters of
the young men in the high school class of 1969 who, in their senior year
had expected to go to work, continue their educations, or enter the
military after graduation, did so. However, there was a difference here
among post-graduation environments, Slightly more than three-quarters
of those who had expected to enter the civilian labor force or continue
their educations did so, Slightly less than two-thirds of those who had
anticipated entering military service did so. In short, there was a
"drop-out rate" of about 25% for the civilian labor force and higher
education, and a "drop-out rate" of about 37% for military service
imuediately after high school graduation (Johnston and Bachman, 1972).

We can lock at these figures from another perspective as well,
Rather than looking at the degree to which plans formulated in high
school were realized after graduation, we can look at whether behaviors
after graduation were planned in high school. Of those young men in the
Youth in Transition sample who in fact went on to higher education after
high school, 90 percent had planned to continue their educations by their
senior year in high school, Thus, while some people who had planned to
continue school didn't do se, 9 out of 10 of those who went further in
school had planned to do so. This of coursec reflects the temporal
requirements of the college admissions process: application, testing,
interviews, and so forth. N

By contrast, of those young men who went into the armed forces aftey
ment, This subtle change in definition of the military role, we belicve,
has implications for military attrition.

Deviations from developmental expectations have not been well
received in America. The 1960's saw a heightened awareness of these
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graduation, only 49 percent had planned to do so by their senior year in
high school. That is, over half the young men in the Class of 1969 who
entered the military the year after their high school gradustion had not
planned to do so by the Spring of their senior year in high school, Of
course, military conscription had something to do with this,

Those who went into the civilian labor force after high school
showed an even poorer fit between pre-graduation expectations, and post
high-school behavior. Only 30 percent of the young men who got civilian
jobs the year after graduation had expected to do so by the Spring, 1969
survey. Obviously, the draft alone cannot explain the poor fit between
plans and behaviors,

Research has shown that realistic job expectations are related to
higher retention {Wanous, 1973). If most young men who enter the
military do not expect to do so at all less than a year prior to their
induction, we would anticipate that their expectations regarding spe-
cific characteristics of military service would be likely to be ill-

- formed and unrealistic. In turn, as their expectations failed to be
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confirmed, they would be likely to experience adjustment problems, and
ultimately to leave the service (llgen, 1975)., Wiskoff (1976), in a
review of research on career expectations among military personnel in the
Anglo-American nations, found that in fact, prior to service, expecta-
tions tended to be unrealistic and idealistic. Thus, both from the
perspective of ego psychology, and from the anticipated consequences of
expectancy disconfirmation, we should expect, rather than be surprised
by, educaticnal drop~outs, labor-force drop-outs, and military drop-outs
during the first post=-high gchool year. )

DATA BASE

Comparison of the relative dropout rates of military and education-
al environments in the year following high school graduation is possible
with data generated by the University of Michigan's currently ongoing
project, Monitoring the Future. This project consists of a series of
annual national surveys of seniors in high school, which began with the
class of 1975, 1In addition, annual follow-up surveys are used to track
these classes for the first five years following graduation. Samples are
large-scale and nationally representative, '

The initial contact with each cohort takes place in high schools
during the senior year. Each year, a sample of about 125 schools is
drawn s0 as to be representative of high schools throughout the United
States. As many as 200 or more seniors are surveyed in each school,
yielding a total sample of approximately 16,000. The first data collec~-
tion for each class (average age 18) consiats of group-administered
questionnaires. Follow-up data collections to average age 23 involve
mailed questionnaires, The data to be reported here are drawn from the
base year survey of the high school class of 1975, and the first year
follow-up of that class, as well as from the 1976 base-year survey.
Thus, we will be able to look at cxpectations regarding post=high school
activity reported when our respondents were in their senior year, and
their actual post-high school activities, and well as comparisons
between the 1975 and 1976 cohorts,
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MILITARY, WORK, AND EDUCATIONAL ENVIRONMENTS

Previous analysis of the base year 1975 survey has shown that the
miljtary is seen in the abstract to be a work place with considerable
oppbrtunity for education and promotion, and little discrimination
against minority groups, but one characterized by rigidity and arbitrar-
iness. When viewed in comparison with other work settings, both men and
women in the class of 1975 reported the military to be the least
acceptable or desirable place to work: slightly below police departients
and educational institutions, and considerably below small businesses,
sel f~employment, large corporations, and civilian governmental agencies
(Blair, 1977).

While most contemporary discourse on changing military organxzatlon

focusses on job-related- characteristics of the armed forces (e.g.
Moskos, 1977), we would like to focus on comparisons with educational
institutions. Despite the shift in the definition of the military from a

‘transition institution to a post high-school career, the former function

is far more important to many potential recruits. Among the major
motivations for enlistment in the military are the opportunity to get
vocational training, and G.I. educational benefits. In a survey of basic
trainees at Fort Knox in 1974, for example, Kristiansen (1975) reports
that of his sample of 605 men, 24 percent indicated that their primary
reason for enlistment was to get additional education through the Army,
or for G.1. Bill benefits, and 31 percent indicated job training as their
primary motivation, Moreover, when asked about secondary enlistment
motivations, an additional 30 percent indicated education or G.I., Bill
benefits, and an additional 22 percent listed job training. Similarly, a
survey of over 10,000 airmen in 1974 indicated that over 94 percent of
the sample had been influenced to join the Air Force by the perception
that the Air Force offered better opportunities for training and educa-
tion than did the other services (Mullins, et al., 1975:13).

Beyond the motivational factors of education and job training, but
associated with them, we must face the structural reality that the armed
services are in competition for personnel with civilian educational and
training institutions. The civilian institutions are expliéitely
designed to play a post-high gchool transitional role in preparing people
for entry into the civilian labor force. The impact of this competition
for military manpower has been demonstrated in the case of Canada (Pinch
and Cottun, 1976). The empirical question confronting us is whether the
U.S. Forces can improve their own personnel posture by supplementing the
career force, recruited in competition with civilian industry, with a
short-term force of citizen soldiers. These latter can be brought into
the service with educational and training incentives, in exchange for
which they will serve their country for a limited number of years as
citizen soldiers. Our own preference is for precisely such a mixed force
of military careerists and citizen soldiers (see Bachman and Blair,
1976). And it is our feeling that if such a force is to be maintained,
the milxtary will have to shed some of the Lrappxngs of the occupa:xonal
satting that it has bogun to take on since the advent of the all-
voluntcer force, and aim at providing a post=high school institutional
environment for a large number of _young men and women whose military
service will be only a short phase in their own lives,
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RESULTS

The data from Monigoring the Future clearly show that high school
seniors are more likely to expect and to desire post-~high school job

training or education than they are to expect or to desire to serve in
the military. Table 1 presents, for the 1975 and 1976 base year samples,

..the percentage. of respondents who indicated that they probably or
definitely would enter each of five post-high school environments, and
the percentsges that would choose to enter those environments if they
could do exactly as they pleased.

} .Several interesting findings appear in this table. First, both

expectations of and preferences for military service are lower than
expectations and preferences for vocational school, 2 year colleges, &
year colleges, and graduate training. The modal response for both 1975
and 1976 indicates that attending a four year college is regarded as the
next 'nmormal" step after high school graduation. :
' Second, military service and vocational schooling have in common
the fact that slightly more high school seniors would have liked to go on
to such an activity than expected to do so. That is, some respondents
clearly perceived factors that would prevent them from doing what they
would most like to do after graduation. By contrast, at least in 1975,
considerably larger percentages would have liked to graduate from a four
year college and attend graduate school than expected to do so. These
latter activities were clearly regarded as more desirable, but also more
difficult to achieve, On the other hand, fewer high school seniors
wanted to go to two year colleges than expected to. It would seem that
some seniors who would have preferred to go to four year institutions
were going to settle for two year colleges instead.

Third, while the 1975 and 1976 figures are relatively close, there
are notable declines in preferences for and expectations of four year
college and graduate school, This decline was greater for preferences
than for expectations, so that the gap between preference and expectation
narrowed from 1975 to 1976, To the extent that aspirations for higher
education were rooted in vocational or economic interests rather than
self-actualization, this wight reflect » realization that college
degrees were no longer (if they had ever been) guarantees of employment,
and a vecognition that after graduate school, many people were experienc=-
ing difficulty finding work in their fields, Interestingly, however, the
corresponding increases in expectations of attendance at vocational
schools and two year colleges, as well as military service, all of which
might be seen as more employment oriented, are so modest as to be
negligible, and preferences for these three activities declined modestly
as well, rather than increasing.

We should mnote that there were interesting gender differences
regarding preferences and expectations about military service in 1975
(Blair, 1977) and 1976 (Bachman, Blair and Segal, 1977). As Table 2
shows, in each year, more males than females expressed a preference for
military service, and more males than females expressed an expectation of
military service. However, in hoth years, more males expected to serve
than really wanted to, while more fomales wanted to than expected to.
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For the males, we suspect that this reflects, at least in part, a
recognition that jobs in the civilian labor force may not be available to
them, or that they might not qualify for, or be able to afford, higher
education. In any case, it reflects an expectation of being in the armed
forces on the part of some males who would prefer to be doing something
else. For women, on the other hand, we suspect that our findings reflect
a recognition that because women are excluded from combat occupations and
from non-combat jobs in combat units, and because armed forces selection

standards are higher for women than for men, women who aspire to military

service are more likely than are men to have their aspirations unfulfill-
ed. The findings suggest that if combat specialties, and non-combat jobs
within units, were to be opened to women, there would indeed be women
interested in serving in the armed forces who-are not currently accomo-
dated. )

EXPECTATIONS AND EXPERIENCES

A subsample of the 1975 sample was resurveyed in 1976, and we have

. analyzed data on about 2500 cases to determine the fit between expecta-

tions of vocational training, higher education, or military service
expressed during the senior year, and actual activities the following
year. Table 3 presents the data for the males in this subsample.

The first column of Table 3 represents slippage between high school
plans and actual behavior, and this slippage varied considerably among
the four activities, Only eight percent of the males who, in high
schoel, had expected to attend a four year college, had changed their
minds (or had their minds changed for them) a ycar later, By coatrast,
forty~one percent of those who had expected to serve in the military

~ changed their minds in the intervening year. Pre-enrollment attritionm

appears to be a greater problem for the armed forces than for educational
and training institutions, and the military drop-out problem saems to be
greater among males in the class of 1975 than it had been in the class of
1969.

Column 2 of Table 3 presents the degree of fit between expectation
and activity. Again, the differences among the four environments are
clear, and again, four year colleges and military service define the
extremes. Sixty percent of those who had expected to attend a four year
college were doing so a year later. .The comparable figure for military
service was 24 percent.

The third column of Table 3 represents, for those who attended
vocational or technical schools, attrition plus those people who com-
pleted courses of study that took lesz than oune year, For the military,
and for the colleges, it represents first year attrition. The armed
forces obviously have the highest drop out rate, and four year colleges
have the least., It should be noted that this survey was conducted prior
to the exodus of college freshmen at the end of the academic year.

Note also that the figures in column 3 are based on the number of
high school seniors who expected to go into each environment. If we
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recompute the figures on the basis of how many actually did go on to
these environments, the differentials become even greater. If we
estimate attrition on the basis of the total of columns 2 and 3, the
rates are 5 percent for four year colleges, 9 percent for two-year
colleges, and 27 percent for the military,

The Zfourth column of Table 3 indicates the percent with each

-expectation in high school who have not yet done what they expected to,

but still think that they will. The lowest figure here is for two-year
colleges, reflecting the facts that over half of the men with this
expectation had in fact attended such schools (columns 2 and 3), and over
one quarter had changed their minds (column 1). The figures for
vocational schools, military service, and four year colleges are roughly
equal. Follow-up surveys will reveal how subsequent behavior fits with
these continued expectations. The fact that over one quarter of the
people who held these expectations in high school still held them a year
later is itself notable.

We have not presented in tabular form the comparable figures for
female respondents, since very few women from the class of 1975 entered
the military We have, however, examined these data. Perhaps the most

- 1nterest1ng general finding was the virtual absence of gender differ-

ences in the fit between expectation and experience for those women who
had aspired to two-year or four year college educations. We suspect this

‘would not have been the case a decade ago, and find here evidence that
_ gender equality can be achieved in social institutions that at one time

were regarded as male bastions.

The vocational/technical school data did show gender differences,
Women were more likely to decide not to go to vocational school than were
men subsequent to their senior year in high school, However, they were
also more likely to attend the year after graduation than were men, and
were more likely to still be in school at the time of the follow-up
survey.,

The pattern regarding the armed services revealed even greater
differences between the genders, and reflects, at least in part, con-
tinued differential treatment by the armed forces. Over sixty percent of
the women who, in their senior years had expected to serve in the
military had changed their minds a year later, That is, the pre-
enrollment drop~out rate was 50 percent higher among women than among
men, It should be noted that the percentages for women in the military
are based on relatively small n's, and we do not have reliable estimates
of the number of women who entered military service and left within the
first year,

In our discussion of the Youth in Transition data, we indicated that
three-quarters of the young men in the class of 1969 who had planned to
go to college by their senior year in high school had done so, and that
the comparable figure for military service was less than two-thirds.
Table 4 presents comparative data for young men in the class of 1975 from
Monitoring the Future, as well as additional data on the 1975 plans of
these men, and their 1976 views about the military and four-year
colleges. For the armed forces, the 1975 figure is much lower than the
1969 figure, Laess than one quarter of those who had expected to scrve
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were doing so. For college students, the fit between expectation and
attendance is not quite as high for the class of 1975 as it was for the
class of 1969, but we still find that almost 60 percent of those who had
expected to go to college did so. Expectations of attending college were
fulfilled by behavior more than twice as often as were expectations of
military service,

There are some other interesting findings reflected in Table 5 as
well. One of the criticisms of the all-volunteer military force has been
that it will not attract into the armed forces high quality personnel
with college educations (Janowitz, 1975). Indeed, among those members of
the class of 1975 who said that they probably or definitely would go to
school or college, over 80 percent reported a year later that they would
not serve in the military. However, we also find a few cases (less than 5
percent) who were serving in the military in 1976. This figure may
inciude people who enrolled in R.0.T.C. programs or who are combining
college and military service, as well as those who are serving in the
armed forces to build up G.I. educational benefits to help pay for their
college educations. This latter group is probably also reflected among

"the roughly 10 percent of people who aspired to school or college ‘in

1975, and who in 1976 expected that they would serve in the military. We
find evidence of the linkage between the military and higher education as

. well among the students who in 1975 expected to serve in the military

who, in 1976, were attending four-year colleges. Indeed, over half the
students who in their senior year in high school expected to enter the
military were either enrolled in college, or plaunned to enroll, a year
later. In short, there is some structured flow of young men between

~post=-high school environment, Comparable data for women are not present-

ed because of the great constraint placed on the flow pattern by the
minimal number of women currently absorbed by the armed forces. 1f we
are to be concerned with the degree to which our armed services are
broadly representative of the youth of America, we must acknowledge at
the outset that women are our most dramatically underrepresented group.

DISCUSSION

This paper has presented a very preliminary overview of the high
school plans and post~high school activities of the class of 1973, drawn
from the Monitoring the Future project. Much recent debate on the
attractiveness of the military to members of the ascending generation has
focused on the competition between the military and civilian employers
for skilled personnel. Some spokesmen for the military have rejected the
appropriateness of this characterization because of the institutional
nature of military service, We have elected, in this analysis, to
compare the military to educational environments, in part because of the
structural relationship between the military and educatiomal institu-
tions that expedites and encourages the flow of people from one context
to another, e.g. R.0.T.C. and G.I. educational benefits, and in part
because we feel that the success of the volunteer force as an army of
citizen~soldiers is tied to the ability of the force to develop into a
transition institution for large numbers of non-carecr personncl. Com-
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parisons between the military and.the civilian labor force are, of
-course, possible. )

The data from Monitoring the Future show that the military is seen
by American youth as the least desirable of the post-high school work
environments considered. We have not yet had an opportunity to determine
whether this is due to the perceived characteristics of military life,
but again, such analyses can be undertaken.

We have seen that there are gender differences in expectations and
desires for military service, as well as for actual patterns of service.
There seem to be more women motivated to serve than actually expect to
serve. The opposite relationship holds for men. We have not yet had an
opportunity to compare the background characteristics of women who would
like to serve but don't expect to have the opportunity, and men who don't
really want to serve, but expect to. Such analyses are possible,
however.

We have found that the post-high school environments we have studied
_vary greatly in the fit between high school plans and post-high school
activities, in rates of slippage after high school, and in rates of
attrition after beginning the activity. Specifically, of those high
school seniors who expected to go to four year colleges, we find that one
year later, most of them are doing just that, few have dropped out, many
who are not yet in school still plan to enroll, and very few have changed
their minds about enrolling. For the armed forces by contrast, the
plurality of seniors who wanted to serve have changed their minds within
a year. Only about one-third of the males follow through on their plans,
and a considerable number of these leave in less than a year. The
figures for women in the military show even greater slippage, in contrast
to four year colleges, which not too many years ago were predominantly
male bastions, but where today we do not find large gender differences.

Overall, the Monitoring the Future data seem to show a considerable
degree of movement among post-high school environments, particularly in
the context of plans formulated in the twelfth grade, Among the
environments considered here, however, there is no question but that the
greatest slippage 1s associated with the armed services. Moreover,
comparison of the figures from Momitoring the Future with those from
Youth in Transition suggests that such slippage is greater in the class
of 1975 than it was in the classof 1969,
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Footnote

We must note that in the 1975 base year survey, our questions
regarding the military were toward the end of a very long question-
- naire, and we experienced a high non-response rate on these ques-
tions due to respondent atrophy. Thus, we feel that our 1975 base
year results must be interpreted with some caution. This problem
has been corrected in the follow-up survey instruments and in the

subsequent base-year suyveys.
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Table 1. Expectations and Preferences of Five Post
High School Activities

Attend Vocational Scheol
1975
1976

Serve in the Military
1975
1976

Graduate ffom 2 Year College
1975 ‘
1976 .

Graduate from & Year College
1975
1976

Attend Graduate School
1975
1976

Probably or
Definitely

Will Do This

25.8%
26.0%

14.2%
14.5%

30.0%
31.64

54.5%
50.2%

33.1%
28.5%

"~ Total N = 12,627 for 1975, 13,33] for 1976

Would Like
To Do This

29.4%
27.3%

17.1%
15.8%

27.2%4 .-
24.8%

65.0%
53.0%

48.9%
33.9%

Table 2. Gender Differences in Expectations and
Preferaences Regarding Military Service

Prabably or Definitely
Will Serve in the

* Armed Forces

Males .
' 1975 ’ 22.2%
9% - 22.0%
Famales o
1976 1.0%

Would Like to
Sarve in the
Armed Forces

-21.6%

16.5%
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Table 3. Expectations During Senior Year, and Activities
One Year Later {(Males Only)

Probably or Doing Have Probably/
Expected To: Definitely This Done Definitely
(Probably or Definitely) Won't Do This Now This Will Do This

Attend Vocational/
Technical School 31% 26% 147 28%

Serve in the .
Military 41% 24% 9% 2%

Attend Two~Year
College 28% 48% 5% 182

Attend Four-Year
College ' 8% 60% kY4 29%

Table 4, Expectations and Experiences for Military Service
and Four Year College Attendance (Males)*

Military Service (1976)

Probably/Definitely Probably/Definitely Now Have Probably/
Will Do This Won't Serve Serving Sexved.  Definitely
(1925) Wil) Serve
Vocational/Tech=-

nical School 82.2 5.1 . 1.9 10.8
Sevve in Military 40.9 . 23.8 8.6 26.6

2 Year College 84.5 B} 2.2 2.9 103

& Year Gollege 848 2.1 2.6 8.9

Four Year College f!976)-

Probably/Definitely  Now Have Probably/
Won't Attend - Attending Attended Defimitely .
Hill Actend .

‘Voeational/Tech=- - L : S .
nical School ' WS 9.3 .- 161
Serve in Milicary 486 - . 238 L0 26.7
2 Year Colloge TR MO =41
& Year Colloge e s 3 a9

*Parcentapes couputed by vows. . e
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of work life of individual members of organizations., Job satisfaction is

Individual, Organizational, and Environmental In?luences on Turnover
1 S : '
Charles L. Hulin® .7

University of Illinois at Urbana~Champaign

Organizational researchers have exhibited a long standing interest in
affective responses reflecting job satisfaction, tendencies to leave situa-
tions, and recently in attempts to change situations by unionizing or striking. K f

These three sets of responses are assumed to reflect imperfectly the quality

probably the most frequently observed or inferred response, both because of

its imporxtance in its own right and becauée of its relations with other behaviors
of interest. Assessment of job satisfaction aiéo frequently represents the line
of least resistance and 1s one of the more easily and inexpensively observed
variables of interest., Assessments and analysis of antecedents of behaviors
requires efforts, quarantees of anonymity, and identification of individual
subjects which few are able and willing to make,

Even though organizational researchers seem to exhibit a continuing inter=-
est in these variables, theve is little agreement about those variables assumed
to be antecedents to or predictors of these responses. The same set of responses
are ofton "explained" in as many ways as there are researchers with different
backgrounds., Thus, in spite of our common interests in a met uf responses, our
intellectual backgrounds and current environments determine in large part those
éoncepta we use to "explain" observed consistencies in rosponses.

Considar the topic of this conference--turnover among membors of the
eivilian workforce and attvition among members of the United States military
organizutions.z Aun economist might explain trends or levels of turnover in the

eivilian workforce by vefovence to national economic counditions or the business
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activity cycle. A political scientist might invoke the conceptvof alienation - \:f
of members of the working classes because of the efforts of the "establishment” S
to maintain power while simultaneously denying power to other groups. A
sociologist might explain variance in turnover by referring to work values of
lower socio-economic classes; these values conflicting with work values held
- by supervisors and by individuals who design and run organizations. This explan-
ation is often extended to include changing work values of younger workers and
other "have nots'" toward less and less congruence with the values of supervisors.
Such changes would lead to long term trends of increasing conflict and turnover
among this segment of the workforce. A psychologist would probably introduce
concepts such as job satisfaction and organizational commitment as causes of
turnover. 1t is entirely possible that all of these explanations are basically
correct, and in fact, may even reflect the same underlying process; that process
leading to turnover or attrition. -' |
One possibility is that during times of -economic expansion and upward
trends in the business activity cycle, individual workers compare their status
to that of others and feel relatively deprived., Relative deprivations wmight be
more acute among members of lower socio-economic groups; groups from which most
blue collar workers 9nd military enlisted personnel are drawn. More colorfully
phrased:
Discontent {s likely to be highest when misery is bearable;
when conditions have so improved that an ideal state seems
almost within reach, A gricvance is most poignant when al-
most redressed,...It is not actual sufforing but the’ taste
of better things which excites people..., (Hoffer, 1951)
It is also possible that during periods of increasing business activity,
civili;n organizations attempt to solidify their relative power through expan~
sion. Perceptions by workers (especially the "have nots" who possess little

%

power) that this happens can lead to changing values., Such changes might well

i’
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involve rejection of those things valued by members of the "establishment' such

as hard work, restraint, and high quality performance and an adoption of other

“values placing greater emphasis on leisure, time, money, consuming, and increased

individuality. These changes place younger workers in conflict with older super-
visors.

Albee (1977) has a somewhat different explamation for the apparently
changing values of younger workers. He notes

'We find an ironic paradox. Capitalism, in order to sell its

goods has had to adopt a strategy that undermines its own ethic--

‘yield to your impulses, buy labor-saving gadgets, indulge vour-

self, have fun, spend, don't save. Impulse buying, teenage

charge accounts, installment credit-~all of these are directly

contrary to Franklin'’s advice and Calvin's ethic, ‘(p.158)
He is arguing that the protestant work ethic which was necessary to generate
and promote capitalism was only functional early in the movement. Later it
became dysfunctional and had to be influenced and changed. Direct wanipulation
through the television set and not individuals' responses f; expansion by
organizations is the reason behind the changing values; changes that are observe&
and wourned by those in charge of running our complex organizations.

The processes outlined above might result in increased job dissatisfaction
among some segments (or perhaps even most) of the non-managerial working popula-
tion. Increasing job dissatisfaction combined with the ready availability of
job altermatives should increase turnover. Thus, the different explanations of
the same response tendency outlined above not only may be compatible, they may
depend on the same underlying and unobserved construct. Unfortunately, the
current state of research on organizational problems precludes us from learning
if the differont explanations are consistent and compatible., In fact, we may

nover learn this because researchers from different intellectual backgrounds

seldom phrage their research queg:tous and explanations in ways that will allow
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the congruence to be discovered.

An alternative view of this process suggests that the different explana-
tions are simply focussing on different states of the same process. Economists
focus on very macro-level stimuli--changes in business activity--which trigger
increased levels of aspirations among workers. Political scientists focus on
responses to increasing business activity made by organizational policy makers.
These "organizational' responses (expansion) serve as stimulil for perceptions
that induce.feelings of alienation. Feelings of alienation may in turn result
in rejecting the values of their "exploiters" with the resulting lack of
congruence leading to jqb'dissacisfaction, ;he proximal stimulus for turnover
or attrition, | :

A problem with invoking such a step by step process is that we know that
we can hold constant variation in business cycles, variation in organizational
expansion, and characteristics of individual workers related to being a '"have"
or a "have not" and still observe relationships between measures of job satis-
faction and turnover. Thus, the different explanatlons may represent indepen-
dent processes which, while not necessarily competing explanations, are explain-
ing nonoverlapping portions of variance in turnover or attrition.

In this paper a review of the literature of influences on turnover and
attrition will be reported. The focus will be mainly on evidence relating
organizational and envirounmental factors to turnover. gacher than covering
the same literature summarized by Porter and