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Management Summary

What is a Realistic Job Preview (I-P)?

An RYP is an attempt to give recruits or potential recruits an

accurate preview of what life in the organization will be like. Unrealistic

expectations are thought to contribute to adjustment and attrition problems.

Thus, to the extent an RJP helps create realistic expectations, these problems

may be reduced. Further, an RJP can be used to teach recruits how to cope with

the new environment and present role models illustrating successful adaptation

to the new environment.

What was the RJP used in this study?

The RJP used in this study was an 80 minute video tape Jointly develuped

by the USC research team and the Training Support Center of the USMC Parris Island

Recruit Depot. The RJP included realistic footage from all phases of recruit

training. Interviews and voice avers from a cross section of recruits and Di's

were designed to provide accurate information, role models, and coping skills.

The RJP was called PIRATE, Parris Island Recruit Assimilation Training Exercise.

Now was the ILIP evaluated?

The RJP was evaluated using 678 Parris Island male, first-term, enlisted

recruits. The experimental design included groups receiving the RJP, control

groups not receiving the RJP, and placebo groups receiving another non-RJP film.

The experiment was replicated in three different battalions. The RJP was given

during the second full day at the recruit depot.

What were the major results?

The groups receiving the RJP had lower, but statistically not significant,

attrition at the end of recruit training (10.32 for the RJP vs. 14.92 for

controls •. .17). However, six-month and twelve-month attritionweresignificantlY

lower for the RiP groups compared to the controls (14.9% vs. 23,82, R < .05 and

22.4% vm. 33.12 respectively), The RJP groups also had significantly higher per-

formnnce (p < .001) than did the controls as measured by the Military Skills Marks (MSM).
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Further, although the RJP did not seem to significantly change role otitcome

expectations, it did lead to lower expected ambiguity and changes in

outcome values or desirability, Finally, at the individual level of analysis,

met expectations were shown to be significantly related to attrition and

propensity to withdraw.

What are the implications of the results?

Although the theoretical model serving as a basr.s Y.)r the study was

only partially supported, the results, in total, suwgwst that the RJP does

have sufficient utility to warrant continued use and evaluation.

Development and implementation of RJP's are relatively inexpensive

compared to the potential savings of even a few percentage points in attrition

or increase in survival days. Further, it may be argued on moral grounds that

RJP's are constructive,

What further research is needed?

The RJP in the present study was given after recruits arrived at

the recruit depot. Conceptually and prapatically an experimental evaluation

of RJP's at the recruiting step, prior to joining, is needed, While the

recruiting function may object, it could be argued that self-seloction decisions

' will be improved with a RJP prior to enlistment, thus potentially reducing

attrition among those who do join.

Finally, future RJP research should carefully evaluate the increased

use of teaching coping skills and providing effective role models in the RJP

treatment,

'I
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Abstract

AN EXPERIMENTAL EVALUATION OF THE EFFECTS OF A REALISTIC JOB PREVIEW ON

MARINE RECRUIT AFFECT, INTENTIONS AND BEHAVIOR

Stanley 0. Horner, William H. Mobley, and Bruce M, Meglino

A major objective of the present study was to develop a conceptual

model of the psychological mechanisms by which realistic information given

to new recruits after organizational entry may influence the affective, in-

tentional, and behavioral responses of newcomers toward the organization . This

model was then tested in a longitudinal field experiment involving U. S. Marine

Corps recruits.

The independent variable at the group level was receipt versus non-

receipt of the realistic job preview (RJP), The realistic preview was an 80-

minute color video film covering the most salient aspects of recruit training.

"Net expectations" (Porter and Steers, 1973) was the primary independent variable

at the individual level of analysis. Dependent variables included turnover,

cognitive and intentional precursors of turnover, perfoirance, and psychological

explanatory mechanisms,

More specifically, it was hypothesized that the RIP group would have

lower turnover, fewer intentions and thoughts of leaving, greater job satisfaction

and organizational commitment. The explanatory mechanisms producing these outcomes

were tested. It was hypothesized that the RJP group would report- a greater

feeling of trust and honesty toward the organization, a significant change in values,

would have clearer role expectations, greater efficacy expectations, enhanced

ability to cope, and better job performance than the control groups. At the

individual level of analysis, the above hypotheses were tested by correlating

several t)pes of expectation sets with the criteria,

".... .. .. .. .. .. . , ,. ..
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A total of 678 Marine Corps male enlisted basic trainees were

assigned to twelve groups on an essentially random basis. There were four

groups in each of the three replications of the experiment.

The results showed a statistically non-significant reduction in

turnover at the end of three months, 10.3% for RJP versus 14.9% for controls

(p. < .17), However six-month and one-year attritionrates were significantly

lower for the RJP group. The hypothesized precursors to turnover did not

receive support. The influence of several explanatory mechanisms was supported,

The RJP group had higher performance scores, expected less job ambiguity,

and changed their desirability ratings (value) attached to certain outcomes

more than the control groups. There was weak support for the ability of the

RJP group to better cope with difficult aspects of their new job than the

control groups. At the individual level, met expectations were correlated,

as expected, with the criteria and other explanatory mechanisms as suggested

by Porter and Steers (1973).

Limitations, integration, and practical implications of the study are

presented, It was concluded that the UJP-turnover process is complex and the

conceptual model presented needs to be refined and retested, However, the

RJP is of sufficient utility to argue for continued utilization and evaluation

with particular emphasis on coping and modeling mechanisms and evaluation at the

pro-enlistment step,

........ .........
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INTRODUCTION

Rxperiences encountered by an individual prior to

and shortly after entry into a new organization have a

profound effect upon the individual's attitudes and

behavior (see Van Maanen, 19751 Wanous, 1977, for re-

views). A number of studies have shown that early turn-

over is related to the new employee's lack of realistic

information concerning the job and the organization

(see Raphael, 19751 Scott, 1972; Wanous, 1977, for re-

views).

Several recent studies of military and business

organizations have suggested supplying new and potential
employees with realistic information concerning the or-

ganization. In a review of career expectations in the

military, Wiskoff (1976) concluded that thought should

be given to increasing group cohesiveness, providing real-

ity oriented training, and introducing more realistic

leadership expectations. Glickman, Goodstadt, Prey,

Korman, and Romanczuk (1974) conducted a longitudinal

study of the U.S. Navy. They concluded:

The accuracy of expectations conveyed to
recruits . . . needs to be enhanced.

...................
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Inappropriate expectations lead to dis-
enchantment on the part of recruits,
which in turn lead to lessened interest
in reenlisting, as well as negative feed-
back to prospective recruits among
friends and relatives (p. 5).

From a longitudinal study of attrition in the Marine Corps,

Mobloy, Hand, Logan, and Baker (Note 5) suggested that

an initial recruit depot program aimed at clarifying

expectations as well as enhancing the recruit's expec-

tancy of completing may help reduce attrition among first-

term male enlistees. In a more recent longitudinal

study, Lau (1979) suggested providing entering Navy re-

cruits with realistic information as a procedure to re-

duce attrition.

Numerous attempts have been undertaken to reduce

attrition by giving potential or now employees a realis-

tic job preview (RJP). While several of these studies

found significant reductions in early turnover, others

found the realistic orientation did not reduce turnover.

Thv present research seeks to further evaluate

the utility of realistic job preview. More

fundamentally, the research seeks to integrate the litera-

ture on RJP's, organizational entry and organizational

"socialization, in an attempt to more fully understand

the affective, intentional, and behavioral response of

new employees toward the organization.

44
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The remainder of this introductory chapter is

devoted to an analysis of previous RJP research, a state-

ment of objectives for the present research, and an over-

view of subsequent sections.

!I,
Realistic Job Previews

In an excellent review of the organizational en-

try literature, Wanous (1977) reviewed six field studies
that were concerned with the effects of RJP's on turnover.

He concluded:

The use of realistic job previews in the
recruitment of new members has shown con-
sistent results in reducing the turnover
of newcomers for a wide variety of organi-
zations. Conclusions about the effect
of realism on other facets of the entry
process must remain tentative, however.
(Wanous, 1977, p. 615).

Since that review, two recent RJP studies failed to find

a significant reduction in turnover (Ilgen & Dugoni, Note

3; Reilly, Sperling, & Tenopyr, 1979). In order to re-

assess the impact of RJP's on attitudes and behavior,

all the available RJP studies will be reviewed here, in-

cluding those that did not use turnover as a criterion.

Wanous (1978) distinguished between the RJP, a

realistic preview given prior to organizational entry,

and realistic socialization where the preview is given after

's{3I
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entry. The following literature review is divided accord-

ing to the timing of the realistic information; however,

the term RJP is used here to refer to both pre- and post

entry previews. No matter when the RJP is presented, it

may be considered part of the socialization process.

Timing of the RJP and

Turnover Results

Prior to iob acceptance. The studies presented in

Table 1 administered the RJP before the applicants had

accepted the job. Three of these studies (Macedonia, 1969;

Weitz, 1956; Youngberg, 1963) found significant reduc-

tions in turnover among the group receiving the realistic

information. Farr, O'Leary, and Bartlett (1973) found a

significant reduction in attrition only for the white

subjects. Wanous (1973) reported turnover of 50% in the

traditional preview group and only 38% in the realistic

group. Reilly, Sperling, and Tenopyr (1979) reported

voluntary attrition rates of 15.4% and 10.0% in the control

groups compared to 9.4% in the realistic preview group.

Neither of these last two studies showed statistically

significant results but they were in the expected direc-

tion. Wanous (1973) did find significantly fewer thoughts

of quitting among the realistic preview group. This has

been shown to be a precurmor of attrition (Mobley, Horner,

H Nollingsworth, 1979).
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Several plausible explanations have been offered

to explain the discrepancies in these findings. Reilly

et al. (1979) suggested that the complexity of the job was

an important factor influencing turnover. The jobs of

sewing machine operator and telephone operator were cited

as being less complex than the roles in the successful

studies--West Point Cadets and life insurance agents.

Wanous (1973) noted the high rate of unemployment in the

geographical labor area during his study. Farr et al.

(1973) siggested that there was no significant difference

for Blacks in their study because the work sample test

presented only intrinsic job related information. They

suggested that the Black workers were more concerned

with extrinsic job factors and were therefore unaffected

by the RJP.

In general, the results in Table 1 tend to support

the notion that RJP's do seem to have some impact on

turnover when given prior to job acceptance. The usual

explanation is that RJP's reduce unrealistic expectations

which lead to increased job satisfaction and reduced pro-

pensity to withdraw among the applicants accepting the

job (see Figure 1). Since all the RJP's in Table 1 were

given prior to job acceptance, it is not possible to

determine the effect of the RJP on turnover produced by

realistic expectations independent of the self-selection

Al
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process. Farr et al. (1973) found a higher job refusal

rate among the white applicants in the RJP group. Mace-

donia (1969) reported a lower refusal rate among the

treatment group, and Wanous (1973) found no significant

difference. Reilly et al. (1979) reported a higher re-

fusal rate among the realistic preview group. Whether or

not there was a significant difference in the absolute

number of job acceptances, the composition of the job

acceptance group may have been quite different due to the

treatment. "

In order to show that the RJP's reduced unrealis-

tic expectations it was necessary to measure initial

expectations and perceptions on the job at a later time.

Only two studies in Table I (Wanous, 1973; Youngberg, 1963)

measured expectations. Both found that the RJP lowered

unrealistic expectations. One way to assess the impact

of the RJP on attitudes and behavior of newcomers, inde-

pendent of the self-selection process, is to measure ini-

tial expectations after job acceptance, give the RJP, and

then measure perceptions of the job at a later time.

After job acceptance. The studies presented in

Table 2 gave the RJP after the applicants had accepted

the job but before actual entry (Ilgen A Seely, 1974;

Ilgen & Dugoni, Note 3), or after they had accepted the

job and entered the organization (Datel & Lifrak, 1969;

i 1
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Gomersall & Myers, 1966). Only two of these studies mea-

sured turnover (Ilgen & Dugoni, Note 3; Ilgen & Seely,

1974). Ilgen and Seely (1974) found a significant reduction

in turnover but did not measure expectations. Ilgen and

Dugoni (Note 3) conducted the only study in which the RJP

was given after job acceptance and the discrepancies be-

tween initial expectations and perceptions were measured.

They found no support for the idea that realistic expecta-

tions lead to reduced attritions however, there was a

high rate of involuntary turnover in the sample due to eco-

nomic conditions. No study has shown support for the con-

cept that realistic expectations lead to reduced turnover

when the self-selection process is controlled.

other Criteria and Results

As can be seen from Tables 1 and 2, one study (Ilgen

& Dugoni, Note 3) found no influence of the RJP on satis-

faction. Two studies (Gomersall & Myers, 19661 Wanous,

1973) reported significantly higher job satisfaction for

the RJP group. Wanous (1973) and Youngberg (1963) reported

no significant difference in job performance. Gomersall

and Myers (1966) reported significantly higher performance

and lower absenteeism for the treatment groups. Ilgen

* and Dugoni (Note 3) found no effect of realism on the new-
comers' ability to cope with the job nor did the newcomers

'Uj'
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have greater feelings of trust and honesty in the organi-

sation. In agreement with the findings of Wanous (1977),

little can be said about the effects of realism on facets

of the entry process other than turnover.

Treatments

Six of the RJP studies reported in Tables 1 and 2

used written reports or booklets to convey the realistic

information to the treatment groups. Four of these studies

reported significant reductions in turnover among the

treatment groups (Ilgon & Seely, 1974; Macedonia, 19691

Weitz, 1956; Youngberg, 1963). The other two studies

(1Igen D Dugoni, Note 31 Reilly et al., 1979) found no sig-

nificant results for any of the criterion. Ilgen and Du-

goni (Note 3) and Youngberg (1963) found that the booklets

used in their studies reduced unrealistic expectations.

Datel and Lifrak (1969) used a 20-minute black and white

film which had been edited to include mostly the negative

aspects of basic combat training to the RJP group of

trainees. Wanous (1973) used a 15-minute color film which

was based on interviews with supervisors and employees.

Datel and Lifrak (1969) reported that the film was success-

ful in raising the distress level among the trainees.

Wanous (1973) found that him film lowered unrealistic

expectations to more realistic levels. Farr et al. (1973)

4N
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gave a two-hour work sample test to the realistic group.

Turnover was reduced for whites. Gomersall and Myers

(1966) used an all-day orientation program which reduced

absenteeism and increased performance. A variety of

treatments have been used and all methods produced some

desirable effects on the subjects.

Experimental Designs

A wide variety of experimental designs have been

used in RJP studies. Four of the six studies in Table 1

and all of the studies in Table 2 used random assignment

to groups. Weitz (1956) and Youngberg (1963) used match-

ing to equate the control and experimental district offices.

Observations were made anywhere from several hours to one

year after the RJP was given. Five studies measured the

criterion over oeveral points in time (Datel & Lifrak,

1969; Farret al., 19731 Ilgen & Dugoni, Note 3; Reilly

et al., 1979; Wanous, 1973: Youngberg, 1963). Overall,

the RJP studies used adequate experimental designs.

Sublects

The RJP studies reported in Tables 1 and 2 used a

wide variety of organizations including both military and

business organizations. The sample sizes were adequate and

both males and females were well represented in the studies.
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summary of R3P Research

It can be concluded from this brief review of

RJP's that the evidence for the influence of realism oper-

ating through expectations to produce changes in affect,

intentions, and behavior is somewhat confusing and often

conflicting. Although a wide variety of organizations,
adequate experimental designs, and large samples were

used, the findings are not conclusive. The effect of the

RJP on attitudes and behavior when controlling for self-

selection is not clear.

The RJP studies were based upon a simplistic ex-

planation (see Figure 1, p. 7) of how RJP's influence at-

titudes and behavior. One major problem with the RJP

literature is the lack of a conceptual framework. Another

problem is the failure to measure expectations and to

relate the discrepancy between initial expectations and

perceptions to affect, intentions, and behavior. In the

RJP study that measured met expectations (Ilgen & Dugoni,

Note 3), the term was operationalized by asking subjects

what they expected to receive or to happen to them in

their upcoming job. Then, at some later date, they were

asked their perceptions of what the job and organization

were really like. The difference between what was ini-

tially expected and their later perceptions of what
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actually happened measured the individuals' degree o0f met

expectations. Little attention was given to what outcomes

should be included in the persons' expectation set or what

dimensions of expectations should be measured.

Objectives

The major objective of the present research was to

develop and test a conceptual model that would explain

the psychological mechanisms by which RJP's influence the

affective, intentional, and behavioral responses of the

newcomer to an organization. No study has adequately

evaluated the possible psychological processes by which

RJP's influence attitudes and behaviors. Wanous (1973)

and Ilgen and Dugoni (Note 3) conducted the only studies

designed to identify the psychological processes involved.

Niether study found any support for the mechanisms under

consideration; however, there was an unusually high rate

of unemployment during the former study and an unusually

high rate of involuntary withdrawal in the later study.

It.

-m4 .. .......



15

Overview

In the next section, the organizational sociali.-

zidtion and orqjanizationni entry literatures are briefly

rev iewed. ''h purpose of the review is to qa(in a better

undnrstnndinq of' the psycholoqlical processes involved as

new members are assimilated into organizations. The

theoretical and empirical literature concerning the impact

of met expectations on attitudes and behaviors are then re-

viewed. A model of the impact of RJP's on affect, inten-

tions, and behavior of newcomers and the hypotheses sug-

paosted by the model and previous literature are then

presented. The methodoloqy used to test the model is

presented, followed by the results, an integration of the

f~indings, limitations, and implications of the study.

... .



ORGANIZATIONAL SOCIALIZATIONj ORGANIZATIONAL ENTRY,

AND MET EXPECTATIONS

I I Overview

In order to understand the process by which new
members are successfully socialized into an organization,

the organizational socialization literature cannot be

,V, ignored. Organizational socialization ist

The process by which a person learns the
values, norms, and required behaviors
which permit him to participate as a mem-
ber of the organization. Presumably,
this process is continuous throughout an
individual's career with the organiza-
tion (Van Naanen, 1975, p. 67).

Organizational socialization and organizational

entry have been studied in near isolation from each other.

The organizational entry literature is concerned with

the processes that occur before entry (outsiders), shortly

after entry (newcomers), and as the new members gain more

experience (insiders) (Wanous, 1976). In his review of the

organizational entry literature from the individual's

perspective, Wanous (1977) treated organizational entry

as more of an "event" than a process. He included only

the post-entry behavior directly related to the act of

entry. For the purpose of a literature survey, this was

clearly a defensible approach. However, in order to

't 'v,,f
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understand the psychological process by which new members

are assimilated into organizations, the relevant litera-

ture from both the socialization and organizational entry

areas should be included.

Organizational socialization is generally re-

garded as a developmental process that continues for as

long as the individual remains in the organization (see

Figure 3 for a summary of the phases in the similazation

process). Where the entry literature has focused on new

members joining organizations as an event, the socializa-

tion literature has focused on the long-run process.

Based on an analysis of the similarities of these two areas

a conceptual model, drawing from buth areas, was developed.

The purpose of the model is to focus the theoretical and

empirical literature from both the organizational social-

ization and entry literature on the process of assimilat-

ing new members into organizations. (See Homer, 1979, for

a detailed analysis of these literatures and a detailed

rationale for the model.)

Summary of Organizational Entry
and Socialization Process

The conceptual model presented in Fugure 2, summa-

rizes the relevant literature on the entry process. The

role of expectations in the entry process is the major
beidge between the organizational socialization and organi-
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zational entry literature. During the anticipatory phase,

the outsider generally develops a positive set of expecta-

tions toward the organization. In the accommodation phase,

the newcomer's assessment of organizational reality is

compared against the person's set of expectations. If

there is no major discrepancy between what the individual

expected and also valued and organizational reality, the

individual has a good chance of successfully progressing

through the role management phase and becoming an insider

in the organization. If the discrepancy produces severe

reality shock, several options are available to the in-

dividual. The person could leave the organization, stay

but not be committed to the organization, try to change

the organization, or change his perception of the discre-

pancy and the values attached to the expected outcomes.

Whatever course is taken, if the role management phase

is successful, positive outcomes for both the individual

and the organization should result.

Since expectations are the key explanatory vari-

able of attitudes and behavior in both the organizational

entry and organizational socialization literature, the

concept will be explored next.

-- , : , .. ..... .. ... . .......... .. .. .. ..... ,L , ,
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The Concept of Met Expectation

"Met expectations" has been defined as "the dis-

crepancy between what a person encounters on his job in

the way of positive and negative experiences and what he

expected to encounter" (Porter & Steers, 1973, p. 152).

This concept involves a measure of expectations--"what a

person expects to encounter"--and a measure of perceptions--

"what a person encounters." The concept of "met expecta-

tions" is related to, but different from the notion of

"expectations" or "expectancy." These terms appear in a

wide variety of contexts dealing with the study of atti-

tudes and behavior. The major areas include: personality

theory (Maddi, 1972); work motivation and organizational

choice (Vroom, 1964); modeling behavior (Bandura, 1977);

cognitive dissonance (Festinger, 1957)1 organizational

entry (Wanous, 1977): and in the organizational socializa-

tion literature (Van Maanen, 1975). The terms "expecta-

tions" and "expectancy" are often used interchangeably in

the literature and the same will be done here. In general

the term "expectation" refers to one's belief about what

will occur in the future (Lo!ke, 1969). Met expectations

deal with the confirmation or disconfirnmation of this belief.
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Met Expectations Model

In a review of the literature concerning factors

related to turnover in work situations, Porter and Steers

(1973) concluded that the role of "met expectations" plays

an important part in the decision to withdraw from an or-

ganization. They noted that each individual places vary-

ing importance on a set of "rewards" potentially avail-

able from the job. Porter and Steers (1973) suggested:

"Whatever the composition of the individual's expectation

set, it is important that those factors be substantially

met if the employee is to feel it is worthwhile to remain

with the organization" (p. 171). While this expectation

set may vary among individuals, the following factors were

suggested as important in the withdrawal decision: job

satisfaction, pay, promotion, supervision, peer group

interaction, and job content.

Porter and Steers (1973) suggested three possible

alternatives for reducing turnover: (a) increase the

level of outcomes desired by each individual; (b) allow

the employees a greater selection of valued outcomes; and

(c) increase the present or potential employees' accuracy

and realism of expectations through increased communica-

tions concerning the nature of the job and the probable

payoffs for effective performance. Although the model

does not directly address negative outcomes, they are

mentioned in the discussion as being important in the
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withdrawal process.

There have been few attem~pts to directly test the

hypothesis that met expectations affect satisfaction and

turnover. The model is clearly a simplistic explanation

of what happens from the time expectations go unmet until

the decision to withdraw has been made. The model does

little to explain the apparent link between met expectations,

job satisfaction, and turnover. After evaluatinq the

results of their own RJP and roconsiderinq the literature,

Ilgen and Dugoni (Note 3) concluded:

To expect RJP's to influence job satis-
faction and subsequently turnover through
the mechanism of met expectations is
naive. Certainly, the conditions under
which the met expectation effects occur
are limited. One should not be hoodwinked
into believing that perhaps RJP's can
overcome and compensate for major defic-
iencies in the immediate job environment.
This is not to deny the value of much
RJP's; it only stresses the need to know
the conditions under which they are likely
to be useful (p. 19).

Role of Met Expectations in
Organizational Entry

The role of met expectations in the assimilation

of new members into organizations has been studied in ex-

perimental, longitudinal survey, and cross-sectional survey

studies. (Sce Homer, 1979, for a detailed analysis of these
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studies.) Based on a review o fthese studies (lorner, 1979),

there appears to be limited support for the impact of met

expectations on turnover among newcomers to a job situation.

Generalizing across studies is difficult. Met expectations

were measured in tevoral different ways across varying time

periods.

Summary

All of the field studies that measured met expec-

tations measured role outcome (ElI, per formance-outcome

type expectations) . Althouqh both positive and negative

outcomes were included, the valence attached to each out-

come was not measured. If the individuals have some

expectations met but some remain unmet, the desirability

of the outcomes may determine the siqnificance of the met/

unmet expectations. For instance, it pay expectations

were not met, the employee may still remain because other

expec;tations of desirable outcomes may have been met or

exceeded.

None of the stutdlies measured init.ial expectations

in terms of a probability. It may be easier to think of

met expectations in terms of some level of an outcome

expected and the actual amount received. However, varying

levels of some outcomes are possible and the individual

may attach a ditfternt combination of valences and prob-

abilities for each level (set, Dachler & Mobley, 1973)
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(See Homer, 1979, for a detailed analysis of expectancy

measures.)

iii

"L'



MODEL AND RELATED HYPOTHESES OF THE PROCESS

BY WHICH RJP' S REDUCE TURNOVER

In this section a simplified model of the process

by which RJP's operate to influcence turnover is presented.

The model attempts to integrate the organizational entry,

organizational socialization, and met expectation litera-

tures and identifies several of the mechanisms by which

RJP's may influence the newcomer's affective, intentional,

and behavioral responses toward the organization. The

model and related hypotheses are presented in two sections,

starting with the results produced by the RJP and working

back through the explanatory mechanisms to the inputs of

the RJP. Then the complete model is presented and briefly

summarized. The model and hypotheses suggested by it are

discussed at the group and individual levels of analysis.

Effect of the RJP on Withdrawal

rhe first portion of the model is presented in

Figure 3. This section of the model is based on the re-

search of Mobley (1977) and Mobley et at. (1978). Mobley

(1977) suqgested that there are a variety of cognitive and

behavioral processes occurrinq between job dissatisfaction

i L~~i~LC/
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and turnover. The model presented in Figure 3 is a shor-

tened version of the model tested by Mobley et al. (1978).

Age and tenure have been excluded in the present model

because the subjects included Jn this study are similar

with respect to age and tenure. The model in Figure 3

also excludes intention to search for another job. The J

subjects in the present study were in a situation where

active search for alternative employment was quite diffi-

cult.

In line with the research mentioned above, the

model in Figure 3 shows intention to leave (Cell 2) to be
the most immediate precursor of turnover (Cell I). Job

dissatisfaction (Cell 5) produces thoughts of leaving

(Call 4) which lead to intention to leave (Cell 2). The

influence of thoughts of leaving on intention to leave

is moderated by the perceived availability of acceptable

alternatives (Cell 3). Notice in Figure 3 that the in-

fuence of the RJP (Cell 12) on job satisfaction (Cell 5)

is shown with a broken line. The mechanisms by which RJP's

lead to the precursors of turnover are presented in the

second part of the model. The following group level hy-

potheses are base on that portion of the model shown in

Figure 3.

Turnover

Itypothosis I.: Groups receivinq the RJP have a
lower attrition ratis than the
control qroups.

m',•i• ~ ~ ~ ~ ~ ~ ~ ~ ~ -ý. uM-4 i4;L-.i•.... 7" i'" " ' ••, !. i ,,Ilia,• ,• : ,.•,. . • =i~,,=.•= ,=••• ••• • .•,• .,,,V•,.,,••••L•.=•=••.•• 'E'• ;"•
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This hypothesis is supported by the findings of

several field studies of RJP's and turnover reviewed in

the first chapter (see Tables I and 2). Although turnover

is often considered to be a rather clearly observable

criterion, there are problems in operationalizing the term

(see Bluedorn, 19781 Mobley, Griffeth, Hand, & Meglino,

1979). Most studies consider voluntary versus involuntary

turnover. The distinction is based on who initiates the

action. Turnover in this study included all who left the

organization after they had been cleared for acceptance

by the organization. This excluded from the sample those

who were rejected for fraudulent enlistment and medical

problems that were diagnosed shortly after entry. Several

sub-analyses attempted to isolate "voluntary" turnover

via a self-report questionnaire among terminators.

Precursors to Turnover

The next hypotheses are based on the research of

Mobloy (1977) and Mobley et. :il. (1978) . The possible

moderating effects of alternatives will be discussed at the

individual level of analysis.

Hypothesis 2: Groups receiving the RJI' report
lower intention to quit than the
control groups.

Hypothesis 3: Groups receiving the ROP report
fewer thoughts of quitting than
the control groups.

Wanous (1973) conducted the only RJP study that
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considered any of the precursors of turnover other than

job satisfaction. He found significantly fewer thoughts of

quitting for the RJP group, but there was no significant

difference in turnover. As Wanous (1973) suggested, this

may have been caused by the lack of acceptable alterna-

tives due to the high rate of unemployment in the labor

area.

Hypothesis 4: Groups receiving the RJP report
higher job satisfaction than the
control groups.

Wanous (1973) and Youngberg (1963) found support

for this hypothesis. Since both of these studies gave the

RJP before job acceptance, the results may have been due

to self-selection. Ilgen and Dugoni (Note 3) gave the

RJP after entry but found no support for this hypothesis.

Porter, Steers, Mowday, & Boulian (1974) found that

organizational commitment was a better predictor of turn-

over than job satisfaction. Organizational commitment

is the strength of an individual's identification with

and involvement in a particular organization (Porter et

al. 1974).

None of the RJP studies measured organizational

commitment. The organizational socialization literature

identified commitment as an important outcome of the soci-

alization process (see Feldman, 1976). A cross-sectional

study (Buchanan, 1974) found organizational commitment to

be related to reality shock and expectations realization
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for the more tenured employees.

Recruits in the present study may have become more

committed to the organization due to the possible enhance-

ment of feelings and trust in the organization produced

by the RJP. It may also be that individuals who have

their expectations met as they progress through an

organization are more likely to be committed to that

organization.

Hypothesis 5: The RJP group is more committed
to the organization than the
control groups.

Intermediate Links Between RJP's
and Precursors

The intermediate links or explanatory mechanisms

by which RJP's are hypothesized to influence turnover and

precursors to turnover are presented in Figure 4. The RJP

(Cell 12) is predicted to influence turnover and precursors

to turnover (Cell 5 ) through four primary mechanisms:

met expectations (Cell 6), ambiguity reduction and model-

ing (Cell 9), change in values (Cell 10), and feelings

of trust and honesty toward the organization (Cell 11).

Ambiguity Reduction/Modeling

The RJP used in the present study was designed to
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reduce the newcomers' perceived ambiguity (Cell 9).

Leader and organizational role expectations were clarified.

Graen (1977) discussed the importance of role ambiguity

and leadership expectations in assimilating new members
•, into organizations. Green et al. (1973) called for new

role sending mechanisms to lei new employees know what is

expected in order to reduce role ambiguity. They suggested

that the assimilation process is very inefficient and in-

effective unless the new employees are ready to assume the

new role and know the requirements of that role.

Hypothesis 6: Groups receiving the RJP perceive
less job ambiguity than the con-
trol groups.

Dandura (1977) showed how expectations created by

the process of modeling could help prepare persons to

better deal with difficult situations. Modeling refers to

vicarious learning gained by observing a role model per-

form certain tasks. The RJP used in the present study was

designed to teach new recruits how to deal with difficult

situations they would experience on the job. The newcomers

viewed role models undergoing situations similar to what

they were about to experience. Bandura (1977) suggested

that the modeling process could enhance the belief that

one can successfully execute the behavior required to pro-

duce certain outcomes. He referred to this belief as

efficacy expectations (Cell 8). According to Bandura

(1977) efficacy expectations determine if coping behavior

|I
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will be initiated, how much effort will be expended, and

how long it will be sustained in the face of aversive ex-

periences. landura (1977) suggested that: *Seeing others

perfor7h threatening activities without aversive consequences

can generate expectations in observers that they too will

improve if they intensify and persist in their efforts"

(p. 197). Bandura (1977) explained that modeling could

lead to a serviceable coping skill that would enhance ef-

ficacy expectations and lead to improved ability to cope

with stressful situations. Newcomers entering organiza-

tions are in stressful sitations (Van Maanen, 1975).

Ability to cope was measured by asking participants how

well or how poorly they handled certain stressful events

in their job. This measure deals with the direct aotion

ooping mode as compared to the intraphyaic or cognitive

coping mode (Lazarus, Averill, & Option, 1974). The direct

action mode deals with the acquisition of interpersonal

skills and the accompanying manipulation of the environ-

ment (Meichenbaum, Turk, & Burstein, 1975). Wanous (1977)

suggested that realism lowers expectations to a level more

congruent with organizational climate. The result is that

newcomers are "innoculated" (McGuire, 1964) against the

unpleasant aspects of the new environment and experience

less reality shock. As a result, they are better able to

handle the difficult situations encountered on the new job.

Persons who have an accurate picture of what to expect,

..
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may have mentally rehearsed what they will do in order to

deal with certain situations. These newcomers have

successfully completed the anticipatory socialization pro-

coss (Feldman, 1976). The next two hypotheses were based

on the above discussion.

Hypothesis 7: Groups receiving the RJP report
greater efficacy expectations
then the control groups.

Hypothesis B: Groups receiving the RJP report
greater ability to cope with
difficult aspects of the job
than the control groups.

Performance

Actual job performance is another measure of how

well individuals have coped with difficult aspects of their

job. Several researchers have studied the impact of RJP's

on job performance (Gomersall & Myers, 1966; Wanous, 1973;

Youngberg, 1963). Only Gomersall and Myers (1966) found

the RJP to enhance performance. Wanous (1978) suggested

that the other studies did not find any impact on performance

because the RJP's were related more to organizational

(macro) factors rather than job specific (micro) factors.

A recent laboratory study of a simulated organiza-

tional entry found that realistic task expectations had

no influence on performance (Parkington & Schneider, Note

6). Vidacek and Wishner (1971) found that accurate expec-

tations regarding the duration of muscular efforts lead

to superior organization of muscular activity. Other

.. . ...... ...........
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laboratory studies have shown that accurate expectations

"regarding the occurrence of noise can improve task perfor-

mance (see Pinkelman & Glass, 1970).

Since the RJP used in this study deals with many

specific tasks involved on the job, it may have had some

influence on performance. It seems logical that realism

may have an impact on both motivation and ability (Wanous,

1978) It may influence ability through the modeling

process and motivation through the process of reducing

role ambiguity and goal clarification (see Locket 1978). ... .

Based on this discussion, the following hypothesis seems

to be warranted.

Hypothesis 91 The RJP group has a higher level
"of performance than the control
groups.

Values

As discussed earlier, another possible mechanism

by which realistic expectations may lead to reduced

propensity to withdraw is through their effect on values

(Cell 10). Locke (1977) suggested that expectations could

affect the operation of individuals' values or wants. He

suggested that an event which is highly valued and expected

but does not occur, may be more diavalued than if it

had not been axpected in the first place. This in due to

the heightened contrast between the anticipated success
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and the failure which results. Locke (1976) suggested

that people frequently cope with this situation by convinc-

ing themselves that the value being sought is not as im-

portant as it was originally. Ilgen and Dugoni (Note 3)

suggested that the influence of expectations through RJP's

is important because expectations may, in some situations,

alter the new employee's value state.

Hypothesis 10: Groups receiving the RJP experience
a greater change in their values
than the control groups.

Trust and Honesty

Peelings of trust and honesty (Cell 11) have been

suggested as a possible mechanism whereby RJP'IS lead to

reduced, propensity to withdraw. Wanous (1977) suggested

that reflish before joining the organization offers the

applicanta greater degree of freedom in organizational

choice. i' so, dissonance theory predicts greater commit-

ment to the decision. However, the air of honesty conveyed

to the applicant after entry may also cause the newcomer

to be more favorably disposed toward the organization.

The act of supplying newcomers with coping skills and

showing them what to expect may convey a climate of caring

for the individual. Ilgen and Dugoni (Note 3) found no

support for this hypothesis. It is also possible that the

RJP may reduce the group's feeling of trust and honesty
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in the organization. The newcomers may feel alighted be-

cause the RJP war not given prior to job acceptance.

However, the position taken here is that newcomers are in

an ambiguous and stressful situation. Efforts to reduce

the ambiguity will be viewed as a welcome relief regard-

less of when the information is received.

Hypothesis 11: Groups receiving the RJP have
greater feelings of trust and
honesty toward the organization.

Individual Level of Anal mis

Met Expectations
Met expectations were previously defined as "the

discrepancy between what a person encounters on the job

in the way of positive and negative experiences and what

he expected to encounter" (Porter & Steers, p. 152). The

hypotheses related to the effects of met expectations on

propensity to withdraw are discussed at the individual

level of analysis.

According to the reviews of Porter and Steers (1973)

and Wanous (1977) "met expectations" was the major mecha-

nism by which RJP's were hypothesized to lead to reduced

turnover. Both reviews assumed that the RJP created more

realistic expectations for the treatment group and that the
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control groups had unrealistic expectations. However,

some individuals in the control group and in the RJP group

may have entered with realistic expectations. It is also

possible that the RJP did not produce the intended effect.

If the explanatory mechanism is "met expeettions," then

the degree to which each newcomer's expectations were met

should be measured and related to the criterion. There

is no need to assume that all individuals enter the or-

ganization with unrealistic expectations and the the RJP
creates more realistic expectations for all in the treat-

iment group. The degree of met expectations should be mea-

L sured for each person (see Wanous, 1978, for a discussion).

Dimensions of expectations. As noted earlier

several dimensions relevant to the study of met ex-

pectations have been identified. Porter and Steers (1973)

noted the importance of considering both positive and

negative experiences. In other words, the direction of

the discrepancy--toward or away from a valued end--is an

important dimension of met expectation. The direction of

the discrepancy from expectations and experiences are re-

ferred to as values (Cell 10) in Figure 4. Actually

this is a measure of valence (anticipated satisfaction).

Value refers to experienced satisfaction (see Dachler &

Mobley, 1973 for a discussion). The term values are used

here to be consistent with the RJP literature.

i, ...
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Laboratory studies found that not only thedirec-

tion, of the discrepancy but also the magnitude of the

discrepancy between expectations and perceptions was a

relevant dimension of expectations (see Ilgen, 1971; Scon-

trino, 1972). Wanous (1978) suggested that micro (job)

and macro (organizational) met expectations should be con-

sidered separately when studying RJP's.

In order t.o assess the importance of the various

dimensions of met expectations,' eight expectations sets

were computed. The first .set included the absolute magni.

tude of the discrepancy between expectations and percep-

tions. This does not allow expectations which-may have

been exceeded to cancel out those outcome; which fell

short of expectations. Next the discrepancies were allowed 1'

to take on a signed magnitude that permitted positive

(more) and necative (less) to cancel out when the discre-

pancies were summed. The third expectation set included

only those outcomes that wore less than expected and the

fourth included only those that were exceeded for each in-

dividual. The rr.-rining four sets were formed by weight-

ing uach of Uho above 1.y values Or desirubilities. Each 3, 0

tat... sot vt~a tctci:- d Aor it: corrl..ticr1 with th.,
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were tested with correlational analyses for each of the

expectation sets described above. Since the discussion

concerning the group level of analysis is relevant to the

hypotheses concerning met expectations, the discussion

will not be repeated here. However, additional comments

and clarification are inserted.

Hypothesis 12: Met expectations are inversely
related to turnover.

Hypothesis 13: Met expectations are inversely
related to intentions to leave.

Hypothesis 14: Met expectations are inversely
realted to thoughts of leaving.

Hypothesis 15: Met expectations are directly
related to job satisfaction.

Hypothesis 16t Met expectations are directly
related to organizational com-
mitment.

Relationship of Met Expectationsto other Mechanisms

From the model shown in Figure 4, met expectations

were connected %ith ability to cope and performance (Cell 9),

values (Cell 10), and trust and honesty (Call 11). The

discussion relevant to these hypothesis was presented at

the group level and will not be repeated here. The inter-

action of met expectations and values was tested by weight-

ing the met expectation sets (as previously described) by

the desirability of each outcome.

' 1
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Hypothesis 17: Met expectations are directly
related to ability to cope.

Hypothesis 18: Met expectations are directly
related to job performance.

, Hypothesis 19: Met expectations are directly

related to feelings of trust
and honesty toward the organi-
zation.

Hypothesis 20: The correlation between met
expectations and the variables
mentioned above (Hypotheses 12-19)will be higher when weighed by
values.

Probability of Finding an

Acce-Pable Alternative

Mobley's (1977) model included the chance of find-

ing an acceptable alternative as a correlate of thoughts

of quitting and intentions to quit (also see Schneider,

1976), Some newcomers may have thoughts of leaving but

no intention to leave because there is no iob alternative.

Dansereau, Cashman, and Graen (1974) found that expectancy

of finding an acceptable alternative moderated the corre-

lation between attitude and termination.4I
Hypothesis 21: The probability of finding an

acceptable alternative moderates
the influece of thoughts of quit-
ting on intention to quit.



4 3

Simplified RJP-Turnover
M.echanisms Model

The complete modeal upon which the preocding

hypotheses were based is present1ed in Bieure 5.

As shown in this model, the RJP (Cell 12) may differentially

influence newcomers depending upon their entry expectations

(Cell 13) and individual differences (Cell 14). The dotted

arrow connecting these culls indicates the possible inter-

action between these variables. Entry expectations are

actually a form of individual differences. The direct

consequences of the RJP were predicted to be enhanced met

expectations (Cell 6), a change in values (Cell 10), an

increase in feelings of trust and honesty toward the organi-

zation (Coll 11), and a reduction in job ambiguity (Cell 9)

thirugh the prmvsa of raelistic information and modeling.

Ambiguity reduction and modeling were predicted to lead to

greator efficacy expectations (Cell 8) which were hypo-

thesized to produc( improved performance and ability to

copo (Cell 7) with difficult aspects of the new job.

The above mechanisms were hypothesized to explain

why individuals in the RJP group should have a lower turn-

over rate and less propensity to withdraw than the control

groups.

Met expectations were discussed at the individual

level. Magnitude and direction were included in each

,t' , ,
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individual's expectation set. Mircro and macro outcomes

were suggested as a further refinement of the expectation

-sets. It was suqgested that each set should be weighted

by the value or desirability attached to each outcome.

Mot expectations were hypothesized to be inversely related

to turnover (Cell 1), negatively related to intentions

(Cell 2) and thoughts (Cell 4), and positively related

to satisfaction and commitment (Cell 5). In the next

section, the methodology used to test the model in Figure

5 is presented.

jN . *,*,S.



METHOD

Setting and Participants

This study was conducted at the Marine Corps

Recruit Depot (MCRD) at Parris Island, South Carolina,

The depot is one of two basic training bases for incoming

Marine Corps enlistees. The study was part of a longi-

tudinal study of first term attrition in the Marine Corps

directed by Dr. W. H. Mobley. The two treatment films

in the present study were shown in classrooms. The

questionnaires were aftinistered in classrooms and in the

recruits' barracks.

A total number of 678 enlisted male recruits par-

ticipated in the study. This did not include 43 recruits

who were dropped from the organization due to fraudulent

or erroneous entry. All participants were assigned to

platoons in the usual MCRD manner. The platoon was the

basic training unit and was used as the unit for assignment

to experimental conditions. Once the data for starting

the study was established, all incoming recruits were

included in the experiment--with the exception mentioned

I..................I . . . . .
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above--until 12 platoons had been filled.

The usual MCRD assignment to platoons is based

upon arrival times. Recruits arrive at Parris Island in

an essentially random manner from all parts of the Eastern

United States. The size of each platoon was determined
from an estimate of the number of arrivals for each week.

As the recruits arrive at the depot, they are assigned

to the current platoon being filled at that tine.

The first few days at the depot are spent process-

ing the new recruits. Once the platoon has been processed

and filled, it in delivered to the Drill Instructors

(Dl's). The DI's give basic instruction to the new re-

cruits which prepares them for the start of training.

This period is referred to as the "forming" process and

lasts from a few days to a week. The length of the form-

ing period depends in part on how long it takes to fill

four platoons. Four platoons comprise a series, the basic

unit for scheduling training. Each series is assigned

to one of three training batallions. At the time of the

study, the training period lasted 11 weeks.

Each platoon has three DI's and a Senior DI.

The leaders are assigned to platoons based upon a predeter-

mined schedule. Since the actual date for starting the

study was known only a few days in advance, the leaders

for the experimental groups were already established be-

fore the experimental platoons were identified.

................. - .*,•i
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Treatment

The 80-minute color video RJP film was produced

by the Training and Support Center (TSC) at Parris Island

in close cooperation with the Center for Management and

Organizational Research, Colleqe of Business Administra-

tion, University of South Carolina (USC). Content for

the RJP film and many of the questions included in the

measures were based on observations of the training by the

USC research team and on extensive interviews with recruits,

Dl's, and other Marine Corps personnel.

Interviews with over 300 individuals were con-

ducted by the USC research team. Approximately half of

"the interviews were conducted on the actual training site

with small groups of recruits and DI's. Many of these

interviews were recorded on audio tape. The remainder of

the interviews were conducted in closed offices in the

barracks. Recruits who had just entered the receiving

depot, as well as recruits getting ready to graduate

and at many points between those times were interviewed

and tape recorded. Each interviewee was asked to sign a

consent form and the purpose of the interview was explained.

Only the researcher, the interviewee, and a tape recorder

technician from TSC were in the room. The recruits were

guaranteed confidentiality.

i.11
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The interviews were semi-structured. Most ques-

tions centered around what the recruit expected prior to

joining the organization and how it was like or different

from his present perceptions. They were also asked to

relate any advice they would like to give to new recruits

to help them through the training. These taped comments

were used as voice overs in the RJP film. The same

procedure was followed in interviewing DI's.

Interviews were conducted with poor, average, and

good performers. Some who had dropped out were also in-

terviewed. Most of those interviewed were selected from

a roster of the recruits in the chosen platoon. Inter-

views with the DI's were held at the convenience of the

DI's. Their bv•y schedules did not permit the researchers

to pick the ones to be interviewed.

The RJP film was based primarily on information

gained from these interviews. Those areas that the recruits

said they wished someone had told them about early in

their training were included. Recruits were shown going

through some of the training that was perceived to be

the greatest cause of concern among recruits. Voices of

the recruits and their instructors were played over the

picture. The voices explained how the recruit should react

to certain situations and the voices gave advice on how to

cope with the training.
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The film started with the recruits arrival ut

Parris Island, The first few days of processing was shown.

The participants in the study had already experienced

rmot of the processing but it was hoped that if they were

shown a realistic picture of what they had already ex-

perienced, they would be more likely to accept the rest

of the film as being realistic. Since the main thrust

of the study was to reduce early attrition, the first three

weeks of events were shown in more detail than the later

weeks of taining. The film included many of the dutails

of daily life, from the time the recruit first got up

in the morning until he went to bed at night. All major

events in training were covered. A special section was

devoted to showing how the DI was trained and how DI's

viewed recruits. The DI's told how they wanted new recruits

to act. They advised the recruits on how to cope with

their DI's.

The role models chosen for the film were not pre-

selected for voice or appoarance. Most of the scenes

were shot as the recruits were actually undergoing the

training. The good an well as the average and poor per-
formers were depicted in the film. The idea was to show

each recruit a successful role model with which to identify.

If only the best performers were shown, it may have been

hard for the incoming recruits to identify with the role

model.
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The film also related factual information concern-

ing such things as average improvement scores on the phys-

ical training tests, the number who fail academic tests,

that all recruits will not graduate, etc.

Design and Procedures

The experimental design (see Figure 6) called

for ono platoon in each series to serve as a treatment, pla-

cebo, or control group. This design was replicated for

each of the three training battalions.

The first questionnaire (01) was administered to

the first three platoons of each series on the morning of

their second day at Parris Island. This was done to ensure

that the recruits had at least one full night of sleep

before taking the questionnaire. The recruits were as-

sembled by platoons in classrooms in the receiving center.

After the questionnaires and answer sheets were distributed

the researchers read the instructions which are shown in

Appendix A. Recruits were assured that their answers

would be kept confidential and that their participation

was voluntary. The 01 questionnaire was 18 pages long

and took an average of 75 minutes to complete.

After the survey was completed, the first two

platoons of each series were marched to a classroom building.
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One platoon was then designated at random as either the

treatment or placebo group. Both platoons were seated

in separate but similar classrooms. The rooms contained

closed circuit color TV monitors. The groups were read

an introduction by the researcher. The treatment group

saw the 80-minuite color video tape of what recruit

training is really like. The placebo group saw a series

of three traditional Marine Corps films. The traditional

recruiting films were in color and lasted approximately

82 minutes. Both groups received a 10-minute break during

the presentation. The breaks were staggered so that the

two groups could not interact with each other.

After the presentations were completed, the pla-

toons returned to the receiving area where they continued

to be processed. The platoons were kept separated while

being processed. That same afternoon the treatment and

placebo groups returned to the classrooms in the receiving

area and were administered the second questionnaire (02)

This questionnaire was identical to the 01 measure. The

same directions were read as before. The mean completion

time was approximately 65 minutes. The platoons were de-

livered to their DI's a few days after taking the second

questionnaire. Notice from the design in Figure 6 that

the first control group (Control I) did not take the

second questionnaire.

4-4-
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After three weeks of training, all platoons were

" administered the third questionnaire (03 . This question-

naire was similar to the previous questionnaires except

the recruits were directed to answer in terms of what

training is like now. During the last week of training,

the fourth questionnaire (04) was administered to each

group. This questicanaire was identical to 03.

An attempt was made to administer an attrition

questionnaire ( 0 A) measure to each recruit who was dropped

from training. The questionnaire for the separations was

similar to the 03 and 04 measures except it included a

section on reasons for terminating. This survey was ad-

ministered by the Marine Corps staff.

Sub-analysis •,
4

The design, as shown in Figure 6, was not able to

control for the interaction between the pretest and the

treatient. No group saw the RJP film without taking the

0 measure. To overcome this deficiency, a sub-analysis

was conducted. A group of 72 male enlistees who were under-

going the receiving process were participants in the mini-

experiment. The recruits had been assigned to two platoons.

For purposes of this experiment, the recruits were ran-

domly assigned to one of two groups by assigning all with

social security numbers ending in even numbers in one group

I.
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and the odd ending social security numbers to the other

group. The groups were kept separate throughout the day

of the experiment.

One group (• - 37) took the 01 measure. At the

same time, the other group (n - 35) took a bogus question-

naire. This questionnaire was approximately the same

length as the regular questionnaire but the questions did

not relate to the organization. Both groups saw the RJP

film at the same time. That afternoon, both received

the 02 measure. The same procedures were followed for

these groups as were followed in the major experiment.

The results of the mini-experiment are reported in the

next section. .t

Measures

Measures of turnover and demographic variables

were obtained from the Recruit Accessions Management System

(RAMS) computer file furnished by the organization. Per-

formance measures were obtained from the personnel folders

of each recruit. The attitudinal data were obtained from

questionnaires. All questionnaire items were based on a

five point Likert type scale (Homer, 1979). The

responses were recorded by the respondents on computer score
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forms. Two forms of the questionnaire were used. The

first form asked the participants to respond in terms of

what they expected their new job would be like. The

second form contained the same questions but the present

tense was used in the directions and in the questions for

certain items.

Criteria Measures

Turnover. The data on tarnover were obtained from

the RAMS computer file. Recruits who were separated in-

voluntarily by the organization for fraudulent enlistment

or medical problems detected after entry were not included

in the present study. All other newcomers who were ac-

cepted by the organization and withdrew for any reason

were considered as separations, "Voluntary" turnover was

measured with a self-report item in the separation survey

(see Homer, 1979).

Intentions. Intentions to leave the organization

before finishing training were assessed. This question

was based on the Mobley et al. (Note 5) study.

Thoughts of leaving. Thoughts of leaving the

organization prior to completing first term enlistment were

measured by a single item based on the Mobley et al. (Note

5) study.
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Alternatives. The probability of finding an ac-

ceptable alternative to employment in the organization was

measured with a single item (Mobley, et al., Note 5).

Job satisfaction. Job satisfaction was measured

by the Minnesota Sat..sfaction Questionnaire (MSQ) Short

Form (Weiss et al., 1967). This scale includes a measure

of satisfaction with extrinsic and intrinsic job factors

as well as a sum score for overall satisfaction. Several

RJP studies used this same scale (Ilgen & Dugoni, Note 3;
Wanous, 1973).

organizational commitment. Organizational com-

mitment was measured by the Organizational Commitment

Questionnaire (Porter, Steers, & Mowday, 1974). This 15-

item questionnaire contains responses on a 7-point Likert

scale. The responses were reduced to five in the present

st udy. The reliability and validity of the commitment

scale hav been thoroughly investigated (Mowday, Steers,

& Porter, 1978). (Seo Hornier, 1979, for actual measures.)

Mechanisms

The mechanisms or process by which the RJP and met

expectations were predicted to lead to certain outcomes

were obtained from the following items.

4I .., . .
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Job performance. Two measures of job performance

were used. The Military Skills Marks (MSM) score is a

composite score based on graded evaluations of certain mil-

itary skills. The scores were hand coded from the parti-

cipant's personnel folders by the researchers. The number

of recrulits recycled was the second measure of perforniance.

Recruits who do not perform up to standard are recycled.

Amk~ýuit . This scale was designed to measure the

individual's perceived role clarity. The scale was devel-

oped by Kahn et al. (1964)

Efficacy exepctations. This scale was based on

interviews with recruits and their leaders. The items

inQ.|ided were the, onies mott frequent.ly doscribed as beinU

di fficult for ,ecruits to handle. Fffloacy expectations

were measured by asking newcomers how well they expected

to hatndle theset difficult job situations

Abiit•to c t___. On the second form of the ques-

tionnaire the participants were asked how well they

handled the, difficult situations.

Trust, and honesty. Feelings of trust and honesty

in the organization were measured with two items that

assessed tht, extent to which the recruits felt the organi-

.zation was honest in its dvalinqs with and cared what

happens to its.; empvloyeon.
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Outcome expectations. The items included in the

measurement of expected and perceived outcomes were based

on the findings of a previous study of the same organiza-

tion (Mobley et al., Note 5). There were 11 micro (job)

related questions and 6 macro (organizational) items.

Outcome desirabilities. The extent to which each

of the micro and macro outcomes were desired (valued) were

also measured.

ExectedJob difficult. Expectations regarding

the difficulty of certain events and outcome associated

with recruit training assessed. These items were iden- K"

tified from interviews with recruits and DI's.

Expected leadership style. Met expectations re-

garding leadership style were measured by the Leader Be-

havior Description Questionnaire (LBDQ) (Stogdill & Coons,

1957). This scale measures two dimensions of leadership

style. Leader consideration is the extent to which leader-

follower relations are characterized by mutual trust,

respect, and consideration. Initiating structure is the

extent to which the leader defines the goals and roles for

subordinates, is active in planning, scheduling, and

criticizing. In the present study the scale items were

arranged in order by the type of response being requested.

........
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4

This was done to make the scale easier and quicker to read.

. Co-workers. Expectations and perceptions of socio-

metric attraction and proficiency of co-workers or group

members were measured. These measures were based on the

study conducted by Mobley et al. (Note 5). Attraction

referred to the attractiveness of the group for its mem-

berm. Proficiency was the evaluation of confidence in

group performance.

!iI
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RESULTS AND DISCUSSION

This chapter is divided into: a discussion of the

generalizability of the experimental sample, evaluation

of scale reliabilities, presentation of results concerning

the possible interaction of testing with the treatment,

discussion of the results concerning the manipulation

check, discussion of the results of each hypothesis, and a

discussion concerning the moderating effects of individual

differences. The latter was empirically investigated

without apriori hypotheses due to the paucity of research

concerning the possible relations between the individual

moderators and the variables of interest.

It should be noted from the start that the sample

sizes for the analyses vary. Recall trom the experimental

design (Figure 6) that not all groups took all question-

naires. Consistency checks involving repetition of the

same or similar quettions were used. Questipnnaires not

meeting an apriori, acceptable consistency level were

omitted from the analyses. Failure to take a certain

questionnaire due to attrition, absenteeism, or refusal to

take the voluntary surveys, also affected the sample size.
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In general, 70 percent of the sample to be surveyed re-

turned usable questionnaires for each survey administration.

Experimental Sample

The representativeness of the experimental sample

was assessed by comparing the sample to the total number

of male enlisted recruits who entered Parris Island during

the later part of 1977 through mid-1978. Age, race, years

of education, graduation from high school, and scores on

the Armed Forces Qualification Test (AFQT) were employed

to compare the sample to the population.

As shown in Table 4, no significant differences

were found for age, race, or AFQT. However, the experimen-

"tal sample had significantly fewer years of education

(11.33) than the population (11.65). The experimental

sample also had significantly fewer high school graduates

(56.2% as compared to the population (75.5%). These dif-

ferences were no surprise. The experimental samples were

selected in April, a time when arrivals traditionally

had lower education levels than at other times of the year.

April was chosen due to the relatively small number of new

arrivala. This ensured that the experiment would not delay

the start of training for the experimental groups.

.,Iwo
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Since assignment to groups was not a purely random

process# groups in each of the experimental conditions were

Icompared on the same variables mentioned above. As shown

in Table 5, there were no significant differences between

groups on any of the demographic variables as measured

by a one-way analysis of variance (ANOVA). The groups

were relatively homogeneous with respect to the demographic

variables.

Reliability

Coefficient alpha (Cronback, 1951) was used to

estimate theinternalconsistency of each scale. This meas-

ure assumes that the items of a scale are unidimensional.

The reliability coefficients are presented in Table 6.

All of the scales averaged over .60 for the four surveys.

The two individual difference measures--Self-Esteem

Scale (Rosenberg, 1965) and the Need-for Clarity Index

(Lyons, 1971) supposedly measured relatively stable per-

sonality characteristics. A correlation coefficient was

used to measure the test-retrest realibility of these two

measures. The first and thgrd surveys, given one month

apart, showed test-retest reliabilities of .53 for the self-

esteem measure and .35 for need for clarity.
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Table 6

Reliability Estimates: Coefficient Alpha

Survey

Scale 1 2 3 4

Job ambiguity .52 .59 .69 .64

Organizational commitment .84 .88 .87 .88

Leader consideration .72 .72 .80 .79

Leader structure .79 .78 .79 .86

Extrinsic satisfaction .80 .79 .81 .83

Intrinsic satisfaction .78 .81 .82 .89

General satisfaction .89 .89 .91 .93

Self-esteem .74 -- .78 --

Need for clarity .92 -- .95 --

SFeelings of trust and honesty .51 .64 .75 .78

Organizational outcome expectations .66 .70 .72 .72

Job related outcome expectations .62 .67 .69 .74

organizational outcome desirabilities .75 .71 .79 .84

Job related outcome desirabilities .70 .64 .64 .81

Efficacy expectations .88 .91 . .

Abi.tit.y to cope .. . .86 .89

Uk
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Pretest-Treatment Interaction

As previously mentioned, the experimental design

"(Figure 6) did not control for the possible reactive or

interaction effect of the pretest with the treatment

(Campbell & Stanley, 1964, pp. 6-7). In order to assess

this possibility, the mini experiment described previously

was conducted. The two randomly assigned groups wore

compared via t tests on 18 variables as measired by the

posttest. Recall that one group took the protest, while

one group received a bogus pretest. Both saw the RJP

and took the posttest.

As can be seen from Table 7, none of the tests

showed any significant differences between the two groups

2on any of the 18 variables. Hotelling's T (lotelling,

1932) was used to determine if the two vectors of means

were significantly different (see Belch & Haung, 1974,

for a discussion of T ). There was no statistically

significant difference between the two vectors of moans.

There was no indication that reactivity wcs a problem .in

the present study.

1.
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Table 7

mini-IMP~tL~m~nt~ .Assultst Protest rip interaction

4Variables Groups N mesot

Job Oiitoea desArabilition 3? 43.19 3.1 -. 4
a37 43.56 23. -0.4

OtgalaftiRtinal OUteamse detabiwaitgg a 30' a$, 2.67 0.17b37 as.43 2.65Job outaia empectfitions 35 9.02 17 01b37 0.26 1.73
Orvantmational outomme expectations a 35 3.31 0.70 0.02b 3 7 3.91 0.70
Expected dtiffiulty a 36 43.39 7.70 -0.04b 35 45.00 6.70 'I'~~ 35~:~sa:: 1 3.71 0.41

10001ede i atuturactio 37 61.73 -.1 0.77
b35 63.74 0.50

v oLoametr prof~d icaienc a 37 4319S 10.4 -0.40
b35 44 3.4 0151

General eatisfactiovn a 37 70.49 12,15 -0.59
b 35 71.94 3.49

Extrinsic satimfac~jon a 37 23.32 4.11 -0.05
b 35 23.37 3.43

ZIntrinstic matisgat~i'tn a 37 47.16 3.33 -0,35
b is 41.57 5.61

l!ob Ambiguity a is 3.24 0.72 0,31
b 31 3.19 0.64

Organisational comitimet a 37 3.70 0.17 0.50
b 33 3.70 0.65"T'rmIt and honesty a 17 3.68 0.37 -0.61,
b 31 3.31 0.93

Inltention@g to quit a 37 1.35 0.72 0.24
b 31 1.31 0.58

Thoughts of quitting a 37 2.27 1.17 0116
b 35 2.23 1.00

No., atelling IS-15046, n-A. (ao. Dixon# 1757).
Opoet pOettest group,

b Bogus protest, WsP group.

Meant on poettoot.

tet- tot ll M-4. at .05# two-tailod test.
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Manipulation Check

The purpose of the RJP was to portray as accurately

as possible the facts concerning recruit training. In

order to assess the impact of the film on the creation of

realistic expectations within the treatment groups analy-

sis of covariance was used. Since this same statistical

procedure was used to test many of the hypotheses, it will

be discussed at some length here.

When the pretest-poattest control group design or an

extension of it is used, Ruck and McLean (1975) suggested: [
Since a covariance analysis can do every-
thing that a gain score can do, but -not
vice versa, the covariance analysis is
recommended for use in place of the re-
peated measures ANOVA (p. 517).

Analysis of covariance uses the pretest scores as the con-

comitant variable. The posttest score is then regressed

on the pretest score (covariate) and a dummy code is used

to identify the control and treatment groups (see Kerlinger

and Pedhazur, 1975, pp. 265-278).

In the present study three analyses of covariance

were performed in order to test for the treatment effect.

In all of the covariance analyses the treatment groups were.

coded a one and the control groups received a code of zero.

The equation for the first analysis involved regressing the

first pouttest and group code on the pretest (Equation 1).



70

02 O1 + Group (1)2i ii

where: 01i - expectations of outcome ± in time 1

i
02 expectations of outcome i in time 2

Group: treatment 1 i, placebo 0

This equation amounted to testing if there was a difference

in expectations between the treatment and placebo groups

while controlling for any initial differences. It was

anticipated that the treatment groups would report a dif-

ference in expectations after seeing the RJP.

The second analysis of covariance was similar to

the first except the second posttest, administered one

month after the first, was used in place of the first

posttest score (Equation 2).

03 a O + Group (2)

where: 03 - perceptions of outcome i in time 3i i
0 1 expectations of outcome i in time 1

Group: treatment - 1, controls 0

This analysis measured the difference in perceptions between

the treatment, the placebo, and first control groups while

controlling for initial differences in entering expectations.
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The third analyses of covariance was used to deter-

mine if there was a difference between the treatment and

placebo groups with respect to the discrepancy between ex-

pectations in time two--after the RJ1P--and perceptions as

menasured one month later in time three, whi]e controlling

for possible initial differences on ent.ring expectations

(Equation 3).

(Q3 - Q2) - + Group (3)

where: Q, perceptions of outcome i at time 3

QI xpectations of outcomoe i at time 1i

Gromup: treatment - I controls 0

If the lJ7 wans sulessful in creatinq mort, ronal st ic ex-

po+tet.ait.ions for the, treatmnt qjrouip, the discr•epancy betwven

t im.s two and t hrve for the treatment grtrup 1hould be

smal.lor t han thit; discrepancy for the plack,.o qroup.).

For each of the three equa:tionn, the increase in
2

tit, R prodiuced by the addition of the ciroup variable in

the equation wi:; tosted in the manner deo.c'ribed by Kr-

Ii •ne.' and Pluthanur (1971l, pp. 159)-160) . A :s i (n it i:cannt In-

creast, in the am111oun11t. of V lariant' explaiell l ,t tlr lutll. '

to t ho (irOtll VarI-iable,' inr icadi ,d Ot lt, e .Pt 'et (l1U:' to t t lmen'
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Results of the Manipulation Check

The results of the test for the creation of real-

istic expectations are pre sented in Table 8. None of the
R2 increases due to the group coded vector were signifi-

cant for any of the equations.

As discussed by Kerlinger and Pedhazur (1973,

pp. 267-268) and by Nie et al. (1975, pp. 381-383), anal-

ysis of covariance is based on the assumption of no signif-

icant interaction effect between the pretest and the group

code. Many of these interactions were significant for the

manipulation check. However, close analysis of the signif-

icant interaction showed that the effects were attributable

to a small increase in explained variance. In this situa-

tion, violations of the assumption were not serious enough

to warrant separate interpretations for each group.

Discussion of Manipulation Check

It is difficult to explain why the treatment of-

fect did not; show up in any of the measures. The film

was based upon much research of the organization and of

the job. One problem was that the variables measured

were not easily quantifiable. Some of the more quanti-

fiable expectations and perceptions such as pay were not

included because the newcomers had already been briefed

on some of theme facLors. Met expectationa were
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Table 8

Manipulation Check: Analyses
of Covariance

Beta R Fc

Variable Equationa Group Change df Change

Job outcome 1 .0126 .0002 189 0.043
expectations 2 .0080 .0001 260 0.008

3 -. 0132 .0002 Ib, 0.030

Job 1 -. 0028 .0000 187 0.004
difficulty 2 .0084 .0000 274 0.026

3 -. 0304 .0009 167 0.176

Task 1 .0204 .0004 193 0.233
difficulty 2 .0344 .0012 239 0.346

3 .0484 .0023 239 0.699

Leader 1 .1046 .0109 171 2.772
structure 2 -. 0373 .0014 251 0.453

3 .0876 .0077 140 1.097

Leader 1 .0483 .0023 171 0.648
consideration 2 .0624 .0039 246 1.103

3 .0550 .0030 143 0.439

Sociometric 1 .0580 .0033 191 0.868
attraction 2 .0187 .0034 274 0.099

3 .0246 .0006 172 0.105

Sociometric 1 -. 0008 .0000 196 0.000
proficioncy 2 .0181 .0003 281 0.096

3 .1152 .0125 181 2.3ý0

Organizational 1 .0416 .0017 193 0.556
outcome 2 .0375 .00.14 275 0.478
expectations 3 -. 0180 .0003 172 2.145

al(1 )Q2i m Qi+ Group

U2) 03 01 + Group

i
(2) +rouu.

Gopc~odvs: treatment 1, controhi 0.

j ,.'All n... at .05.
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TWable 9

Manipulation Check: Additional Statistics

Time 1 Time 2Entry Post entry Time 3 or 4Expectations Expectations Perceptions
Variable Groupa M SD M SD M SDMicro 1 8.85 1.39 8.87 1.40 8.74 1.36outcomes 2 8,89 1.14 8.74 1.25 8.66 1.16i3 9.03 1.16 ... 8.87 1.04
Job 1 27.91 5.08 27.94 5.70 28.33 5.08

32 . 71 4.49 26.48 4.87 2 7.3 1 .1233 20.754 4.31 27.33 5 .00
Task 1 11.03 2.30 31.24 2.19 11.35 2.16,difficulty 2 10.74 1.75 10.64 1.94 3.8 0.43 10.90 2.07 ... 11.30 2.58
Leader 1 40.32 8.52 41.91 791 47.32 9.91consideration 2 40.05 8,22 39.63 6.75 44.12 9.61,3 39.14 8.89 -- -- 47.03 10.35
oLeader 1 6550 6.42 64.08 7.43 63.59 t.37
structure 2 66.02 6.55 64.38 7.54 63.17 82213 6566 6.88 -

I,! 
• .... 65.3. 

.
.7

" Sociometric 1 3.81 0.56 3.66 0.53 3.51. 0.62attraction 2 3.62 0.55 3.49 0.62 3.36 0.,10•{3 3.67 0.57 -- - 3..r)
Sociometric 1 3.89 0.61 3.71 0.64 3.58 0.7-Iproficiency 2 3.48 0.62 3.51 0.66 3.28 0.733 3.61 0.68 --. .. 3.59 9.69
Macro 1 3.93 0.69 3.87 0.77 3.98 0 72outcomes 2 3.99 0.58 3.75 0.72 3.93 0.733 4.02 0.66 --. .. 4.07 0.64
Not..e:r n varies from 82 to 100.a Treatment a I, placebo = 2, control 1 3.b Porceptions of certain evenits that occurred late in training were
measured ,Just prior to graduation.
•P < .05.

• £< .
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operationalized as the discrepancy between entering ex-

pectations and perceptions one month later. It may have

been too optimistic to expect the effects of the RJP to

produce a measurable effect on this one-month discrepancy.

By the end of a month, attrition had already occurred.

Usable separation questionnaires were not collected from

approximately 40% of those who left. At any rate, what,

if any impact the film had on expectations was clearly

not detected by the measures employed.

Of the three studies that checked to see if

the RJP had an effect on turnover, Wanous (1973) and Ilgen

and Dugoni (Note 3) found that the RCP lowered expecta-

tions. However, neither found a significant impact on

turnover. Youngberg (1963) found that none who received

the RJP were in the low realism group, and he did find

significantly lower turnover in the RJP qroup.

1.. .-. .. ,
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Hypotheses and Results

Hypothesis 1: Turnover

The first hypothesis stated that the RJP group
would have a lower rate of turnover than the control groups.

As shown in Table 10, the three treatment groups had a

combined attrition rate of 10.3% as compared to 14.9%

for the control groups. Although in the right direction,

the results did not reach an acceptable level of statis-

2tical significance, x (1) = 1.88, p < .17. This finding

was comparable to that of Wanous (1973) who found the

reduction in attrition in his study to be .10 < p < .20.

In Table 11 the turnover rates for each group are

presented. Note the lowest attrition rate (10.3%) was in

the RJP group. Recall from the experimental design in

Figure 10 that the experiment was conducted in each of the

three training battalions. Attrition by battalion is

presented in Table 12. It is clear from this table that

there was a difference in attrition across the three battal-
2

ion X (2) - 7.62, p < .02. Battalion B had significantly

lower attrition (10.3%) than either battalions A (19.3%) or

C (12.8%). This result was expected since, traditionally,

rates of turnover among the training battalions differed.

It can be seen from Table 13 that the treatment groups in

each of the three training battalions had the lowest rate
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Table 10

Three-Month Total Attrition:
Treatment Versus Controls

Treatmont Controls Total

Accessions 156 429 585

Separations 18 75 93
(10.3%) (14.9%) (13.7%)

Total 174 504 678

a 2,(corr ted X (1) = 1.88, p < .17, .* ,06.
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;, }•' Table 12

Three-Month Attrition by Battaliona

Battalions

A B C Total

Accessions 155 226 204 585

Separations 37 26 30 93
(19.3%) (10.3%) (12.8%) (13.7%)

Total 192 252 234 678

a 2 (2) 7.62, < .02, Cramer's V .11.

31.
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of attrition within their battalion. Note this difference

was small in battalion A. It also is clear from this table

that the greatest difference in attrition among the treat-

An attempt was made to determine if the low rate

of attrition was possibly caused by a bias toward turnover

on the part of the leadership. Previous rates of turnover

were available only for the senior drill instructors (SDI).

Each platoon had one SDI and three xigular drill instructors.

Only three of the SDI's had ever been in charge of previous

platoons and none of them were in the treatment platoons.

Drill instructors spend a two year tour of duty as drill

instructors. Not all get to be SDI's and the SDI's seldom

have more than a few platoons before their tour ends.

Therefore, it was not possible to determine if there was

any bias toward attrition by the SDI's.

Graen and Ginsburgh (1977) pointed out the impor-

tance of the leader in the assimilation of newcomers into

organizations. It is possible that any impact the RJP may

have had, could have been attenuated by the leadership in

some platoons. One reason for giving the RJP in all battal-

ions was because of past differences in attrition rates

between battalions. Drill instructors who view it their job

I ..... i " I' I I I I l'1 I
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to try and "save" the marginal performers rather than

trying to "weed" out the marginal performers may enhance

the effects of the RJP. Those leaders seeking to identify

and get rid of the marginal recruit may negate the effects

of the RJP.

Another problem in finding statistical signifi-

cance may be the restricted range on attrition. The overall

attrition rate (not including fraudulent and erroneous

entry) was 13.7%.

Voluntary Turnover

It was suspected that the RJP may have haO a

greater influence on volutary turnover (Reilly et al., 1979).

Also, turnover among certain types of recruits may be de-

sirable from the organization's viewpoint. Voluntary

turnover was measured via a self-report item on the attri-

tiort survey.

The results are shown in Table 14. Note that of the

129 separations, only 78 completed useable questionnaires.

There were 33 who reported that they were leaving the or-

ganization because they wanted to. Due to the small uample

size, voluntary attrition was compared across the combined

treatment versus control groups. There was no significant

difference between groups, X2 (1) - 1.567, p < .21. How-

ever, there was a voluntary attrition rate of only 3.3% in

SI.

.-- ---------
II I Ii...I..II.I.
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Table 14

Three-Month Voluntary Attritiona

Treatment Controls Total

Accessions 146 403 549

Voluntary 5 28 33
Separations (3.3%) (6.5%) (5.7%)

Total 151 431' 582

Note. Only 78 of the 129 separations completed useable
questionnaires. Involuntary attrition was 6.4% in the
control groups and 7.4% in the treatment group.
aCorrected 2 (1) -1.567, n.s., - .06.

f4K

ii,
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the treatment groups versus 6.5% in the control groups.

Reilly et al. (1979) also found slightly lower voluntary

attrition in their RJP group.

From the results in Table 14, there is some weak

support that the RJP may have helped reduced attrition

among the individuals that the organization wants to keep.

Long-Term Survival Rate

It is possible the RJP may have merely delayed

attrition. Perhaps certain individuals would have termi-
nated during recruit training if they had not received

the treatment but did terminate after graduation. Turn-

over was also restricted in training. For these reasons,

as well as for the improved statistical analysis, six-

month and one-year turnover rates were computed for the

participants.

Six-month turnover. Results of the analyscs for

the six-month turnover rates are presented in Tables 15

and 16. In Table 15 turnover is presented for each group.

Although in the right direction, the overall differences
2were not significant, X (3) - 6.07, p < .11. In Table

16, the treatment group was compared to the combined

turnover rates of the placebo and control groups. The

turnover rate for the treatment group was 14.9% as compared
2

to 23.8% for the contorl groups, X (1) 5.51, 2 .02.

...... .....



Table 15

Six-Month Turnover by Groups

Treatment Placebo Control I Control 11 Total

Accessions 148 133 127 124 532

Separations 26 41. 39 40 146
(14.9%) (23.6%) (23.5%) (24.4%) (21.5%)

Total 174 174 166 164 678

X(3) -6.07, p .11

k Ij 4
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Table 16

Six-Month Turnovert Treatment vs. Controls

Treatment Controls Total

Accessions 148 384 532

Separations 26 120 146
(14.9%) (23.8t) (21.5%)

Total 174 504 678

Correlcted X (I) • 5.51, £ .02.

Ar , ,I
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This finding is similar to those reported by Young-

berg (1963) and Weitz (1955) for the six-month survival

rates. Youngberg (1963) found weak support, t (404)

1.48, p < .10 for three-month survival and t (404) 2.94,
< .002 for six-month survival.

One-year survival rates. Youngberg (1963) reported

one-year mean weeks survival to be significantly greater

for the treatment group F (1,256) - 7.26, p < .01. Re-

sults from the present study are shown in Tables 17 and 18.

The attrition rate for the one-year measure in Table 17

showed the treatment group to have signgicantly lower turn-

over than the three control groups, X2 (3) - 10.97, p < .01.

When all controls were grouped together, the significance
2

level was 22.4% versus 33.1%, X (1) = 6.53, p < .01.

Discussion of Turnover Results

The test for homogeneity of variance in Tables

15 through 18 were significant. However, since the smaller

variance was in the smaller group in Tables 16 and 18, and

since the groups' sizes and variance do not differ greatly

in Tables 15 and 17, violations of the homogeneity of

variance assumpution my be underestimating the F ratio

(see Myers, 1972, for a discussion).

S. ... .... .. ., . .. ... ...... .... .. .... .. ... L ... ... ....... ...... .... .. ... ..... .i ... .... . .. .... .... .... .. ..... ... ... .............. .. .



88

Table 17

One-Year Turnover by Groups

Treatment Placebo Control I Control 11 Total

Accessions 135 126 105 106 472

Separations 39 48 61 58 206
(22.4%) (27.6%) (36.7%) (35.4%) (30.4%)

Total 174 174 166 164 678

x" (3) - 10.97, p < .01

j *"* L .sg
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Tablo 18

Turnovor: Trratnicnt vs. Controlo&

'T'vo:atrneat Cont ro I s 'Pot-a I

Ac'co s~qi•:n, 1 35 3 37 47 2

,soparnIt iotns 39 1. i7 206

(22.4%) (33.1%) (30.4%)

Total 174 5•04 678 0

Correc~tod ×" (I) 6.5j3, .0 , .0

1 4.



90

Clearly, the RJP had some impact on turnover. The

significance became more pronounced over time. It would be

highly speculative to conclude that the RJP had some sort

of a "sleeper effect." However, if the initial entry

period is as critical as some researchers indicate (see

Van Maanen, 1975, for a review), perhaps the initial impact

is to salvage those marginal newcomers who make it through

the hard times and then become less likely to leave as

things get better.

Hypotheses 2 Through 5:

Precursors to Turnovor

Hypotheses 2 through 5 stated, respectively, that

the RJP group would have: fewer intentions to quit, fewer

thoughts of quitting, greater job satisfaction, and greater

commitment to the organization. These hypotheses were tested

using Equations 1 through 3 (pages 105 & 106) plus an addi-

tional analysis of covariance to test for any changes from

the third to the last questionnaire. This fourth equation

involved regressing the measure taken at time three, (one

month after entry) and the dummy code for the group variable

on the same variable in time four (three months after entry).

This equation is as follows:

+ Group
i i

ML.
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where: Q4 perceptions of variable i at time four

31 - perceptions of variable i at time three

Group: treatment 1; controls 0

Just as in the previous equations, the difference over time

due to treatment. was assessed by the R change formula

(Kerlinger & Pedhazur, 1973).

As shown in Table 1.9, the analyses of covariance

showed no statistically significant R2 increase due to

treatment for any of these hypotheses. An ANOVA was cal-

ciilated for each variable. There were no statistically

significant differences in the expected direction for any

of the variables. It is clear from these results that the

RJp had no significant influence on the precursors to

turnover.

As mentioned earlier, Wanous (1973) reported similir

significance levels with respect to attrition as the pres-

erit study. Ite also found the RJP group had sigjnificaint.iy

fewer thoughts of quitting. The present: study did not

support this finding. Wanous (1973) also found significant

increatses in job satisfaction for the RJP group. The pres-

ent results are consistent with the statistically non-

significant finding of 1 1qcon and Duqoni (Note 3) with

respect to job satisfaction.

Since the Watious (1973) study gavy the ROP prior

to job acceptance and the T19vn and Duqoni (Not , 3) and

i
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Table 19

Analyses of Covariance: Hypotheses Two
Through Five

Hypoth- Group R2 F
eses Variable Equationa Beta Change Change

1 -. 0908 .0082 1.893
2. Intention 2 .0774 .0059 1.551

to quit 3 .0566 .0032 0.597

1.0326 .0011 0.040-
3. Thoughts of 2 .0035 .0000 0.000

quitting 3 -. 0010 .0010 0.000
4 .0561 .0032 1.0e9
1 -. o399 .oo 6o T5-"

4a. General 2 -. 0886 .0077 2.687
Satisfaction 3 .0617 .0038 0.554

4 .0213 .0005 0.155
1 .0351 .. 012 0.4319

4b. Extrinsic 2 -. 0931 .0086 2.812
sntieraction 3 -. 0835 .0069 1.145

4 .0078 .0001 0.019
I - W/4 .0067 0.2iT9

4c. Intrinsic 2 -. 0617 .0037 1.230
satisfaction 3 .0600 .0036 0.599

4 .0316 .0010 0.332
1 T '9 .T6Ol 1 07 1

5. Organizationnl 2 -. 0580 .0034 1.077
commitment 3 .0322 .0010 0.162

4 -. 0191 .0004 0.118

Note. Pretest by group interactions were not siqnificant,
df vary from 170 to 257.
a (1) Q2i Qi + Group

(2) 0 3, w 01, + Group

(3) (031 - Q21) - Qli + Group

(4) Q4  = + Group.
04 i - i3

bGroup codes: treatment 1, controls 0.
CAll n.s. at .05.
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the present study gave the RJP after acceptance, it may

be that the relf-selction process in the former study

accounted for the significant difference in thoughts of

quitting and satisfaction. Unfortunately, none of the

other RJP studies measured intentions to quit.

Hyotesis 6; Job AmIbigI4ty.

The sixth hypothesis stated that the RJP group

should expect less job ambiguity than the control rouup .s

Expected job ambiguity was measured by, surveys three and

four. As shown in Table 20, there wasu a si•qnificant

group effect, The RJP. group expected significantly,

F (1,194) - 4.209, . < .05, less job ambiguity after see-

ing the film than the control group.swhen controlling for

initial expected ambiguity.

The ANOVA for each group across all four time

periods is presented in 11ornor (1979) . Although

none of the ANOVA's were significant, the RJP qroup '-.

portod lower expected ambiguity after seeing the f.ilm and

reported the lowest perceived job ambiguity one nmnth afttor

entry than any of the other groups.

Although the manipulation check failed to show

that the RJP altered expectations, this reduction of job

ambiguity showed that the RJP did have a desirable impact

on the participants. One underlying thepw of the

i:• •" •,,l~'J.'' '
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Table 20

Analy•.e of Covariancet Job Ambiguity

Groupa R 2
Equa t ion Deta Change df Change'

1 -. 1238 .0153 194 4.209*

2 -.0088 .0001 257 0.0233 -. 0565 .0032 178 0.583

4 -. 0835 .0069 257 2.192

*Grouup codos: treat,men., 1, placebo*• E .05 ,.:

WI,'

I ,I * i'
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organiza t ional social izat ion 0 iterature an reviewed by

Van Maanen (1976), the organizational entry literature as

reviewed by Wanous (1978), and the literature oin role

making (Graon, 197t; Graen & (;insburqh, 1977; Graen &

Orris, 1973) was the .importao', of job clarity in the sue-

cessful assimilation of new members into organizations.

Hypthes7: Efficacy E xpecta tions

Accordinq to the seventh hypothesis, the RJIP group

should report higher efficacy expectations in dealing with

certain difficult aspects of the job. Efficacy expecta-

tions were measured with the first two surveys. Therefore,

only Equation. I was used to measure the difference in of-

fic,.cy expectations due to the RJP. The results of the
analyses O- covariance are presented in Table 21 for both

efficacy expectations of the events experienced through

trainitn and the special events not encuuntered until later

in traininq.

The results of these Ianalyses were not statistically

siLgnificant. The negative sign for the betas (-0292 for

Equation I -:nd -0214 for Equation 2) indicate that the RJP

group declined in efficacy expectations after viewing the film.

Whe• considered with hypothesis six and seven,

tile n1eqative betas are i nconsistoet with the modelinq

"A -... . .................. " ,• •- J
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literature (Iandura, 1977). However, in the present study,

efficacy expectations were measured shortly after seeing

the RJP film. Recruits with unrealistic expectations as

to the difficulty of the training, may have suffered a

decrease in confidence. However, after they successfully

handled soma of the stressful situations, their efficacy

expectations may have been enhanced. The innoculation

(McGuiro, 1964) may have produced a temporary reduction

in efficacy expectations, but this dose of realism maly

have caused efficacy expectations to increase when faced

with the actual situation. There was no way to test this

post hoc explanation.

Hpothesis 8i Ability to Cope

The eighth hypothesis stated that the RJP group

would report that they were better able to cope with certain

difficult aspects of training than the control groups.

Some of the events in recruit training were experienced

prior to the third survey and were continually experienced

until the end of training. To measure the differences

in coping with these difficult aspects of training an ANOVA

was used to analyze ability to cope in both times three

and four. The results are shown in Tables 22 and 23. The

upper half or each table shows the datas for each group.

The lower half contains the comparison of the treatment to

all control groups.
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Taible 22

Analyses of Variancet Ability to Cope
With Difficult Aspects of

rraininq One Motith After gntry

Group N M SD MSa df r

Trvotment 67 3.846 0.533 3.846 3 0.970

Placobo 55 3.764 0.481 (0.3124) 257

•ontrol 1' 71 3.,747 0.590

Contro.• 68 3.603 0.607

Trrent:notwt: 67 3.846 0.533 0.6791 1 2.184

Controi,1 194 3.729 0. 566 (0.3109) 259

1MWithin ciroups MS in parenthsome.
A~ll ti.s. at O0i.

-Aý

'I.
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Tabl, a 23

Analyses of Variance: How Well Coped with
Difficult Aspects of Training as Reported

Just Prior to Graduation

Group N M SD Msa dcf F

Treatment 67 4.085 0.603 0.5631 3 1.488

Placebo 54 4.000 0.629 (0.3785) 249

Control I 68 3.915 0.600

Control II 64 3.877 0.632

Treatment, 67 4.085 0.603 1.2315 1 3,264*

Controls 186 3.927 0.603 (0.3773) 251

aWithiln groups MS in parentheses.

< .07.

?,

0i"

..........................
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As shown in Table 22, one month after entry, the

RJP group reported that they were better able to cope with

these events or situations. Although in right directions

the differences were not statistically significant,

F (1,259) - 2.184, n.s. Prior to graduation, the RJP group

again reported that they were better able to cope with these

difficult aspects of training (see Table 23), but the dif-

ference was not statistically significant, F (1,251) 3.264,

L .07.

Certain events that were not experienced until

after the third survey were measured by the final survey.

An ANOVA was run on the groups' ability to cope with these

events (see Table 24). This analysis showed no significant

differences. However, the RJP group did report greater

ability to cope than any of the three control groups.

Ilgen and Dugoni (Note 3) found no support for the

impact of the RJP on coping in their study. Although the

RiP in the present study was designed to teach newcomers

how to deal with difficul t aspects of training, it may

not have done enough to aid the newcomers in dealing with

the difficult situations. Although in the right direction,

the self-reported ability to deal with these difficult

events was not statistically different betweeo groups.

II



I 1 101

A y f Tabl,i 24

Analyses of Variance: How Well Coped With
Special Events as Reported

Prior to Graduation

Group N Mean SD MSa df F

Treatment 67 11.702 2.277 2.9627 3 0.534

Placebo 57 11.351 2.595 (5.3633) 257

Control I 73 11.863 2.016

Control II 64 11.641 2.413

Treatment 67 11.702 2.277 0.1916 1 0.036

Controls 194 11.639 2.327 (5.3543) 259

aWithiln groups MS in parenthes ,.

-"I
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Ilypothesis 9: Job Performance

The ninth hypothesis stated that the treatment

group would have a higher level of performance than the con-

trol groups. Performance was measured in two ways. One

measure was the number of recruits who were recycled.

A recycled recruit is one who has to repeat a portion of

training or who is not able to be trained with the rest

of his group. Recruits may be recycled for failure to

perform at an acceptable level of performance or they may

have been unable to continue training for medical reasons.

The second performance measure was a composite score

comprised of graded evaluations of military skills re-

ferred to as Military Skills Marks (MSM). This score was

chosen because it. is acomprehensive performance measure.

Rather than relying on the subjective evaluation of one

or two instructors, these scores are given based on objec-

tive performance measures.

As shown in Table 25, there was no difference in

the number of recycles between the treatment group and all

control groups. The ANOVA for the differences on MSM is

presented in Table 26. There was a significant difference

betweoen groups but according to the Scheffe' Test (Scheffe,

1959) the placebo group was significantly lower than the

other groups. Note that the treatment group had the highest,

but nonsignificant, performance scores. When the treatment

......... .. ... .... .
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Table 25

Recycles: Treatmient Versus Controlsa

Treatment Controls Total

Non-
IRccycled 129 374 503

Recycled 46 129 175
(26.3%) (25.6%)

Total 175 503 678

a Corrected X 2 (1 044 .. , .1
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was compared to all other groups, lower half of Table 26,

there was a significant difference between the RJP group

and all others. Performance scores were significantly

higher for the treatment group, F (1,517) - 11.626, £ < .001.

This hypothesis was supported by the performance

scores but not by the number of recycles. One problem

with the recycle measure as a performance criterion is

that some recruits are recycled for reasons other than

failure to perform up to standard. It was not possible

to sort out the various reasons in the present study. Also,

the decision to recycle a recruit is usually made by ono

or two drill irstxtu.ctors. The leaders' attitudes toward

recycling may vary among platoons and may have as much

an impact on the number of recycles as actual performance.

The MSM are given by a number of different in-

structors and are based on objective test scores. Based

on the findings of the previous hypothesis and from the

MSM from the present hypothesis, there is reason to beoi•v',

that the RJP film had ain impact on job performanc,.

This finding is in agreement with that of Gomersoll"

and Myers (1966). Datel and Lifrak (1969), Wanous (1973),

and Youngberg (1963) found no differences between groups

on performance. The present study and the Gomersall and

Myers (1966) study focused on teaching newcomers how to

deal with difficult aspects of the job. The others

...........
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presented facts concerning the job. The impact of RJP's

may be enhanced if they not only present realistic infor-

mation, but also teach the newcomers how to deal with

stressful situations.

Hypothesis 10% Value Change

The tenth hypothesis predicted that the treatment

group would change their values more than the control

groups. The change in values was computed for both micro

and macro outcomes. This hypothesis was tested first

by summing the absolute difference between entering desira-

bilities of outcomes and the same desirabilities after

seeing the treatment or the placebo films. A t test was

used to test for significance.

The results are presented in Table 27. The treat-

ment group changed their desirability ratings more than

the placebo group for both micro, t (200) - 1.80, p < .05

and macro outcomes,t (200) - 2.04, p < .05. In order to

determine the stability of these changed desirabilities,

a repeated measures analyses of variance was used. As

shown in Table 28, there was no significant interaction

effect of group by time. The desirabilities continued to

change for both groups over time, but the later change

was not significantly different between the two groups.

.1-.-.- ...-.
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Table 28

Repeated Measures Analyses of Variance for
Change in Values from the Second

Through Fourth Time Period

Variable Source MS

Job outcome Group 53.395 0.647
desirabilities

Error 82.530

Time 61.306 2.040

Group x Time 36.623 1.221

Error 30.007

Organizational Group 112.563 3.465
outcome
desirabilities Error 32.483

Time 5.855 0.548

Group x Time 5.855 0.548

Error 10.676

Note. Group codes: treatment 1 1, placebo - 0,
3r 1,04.
"All n.s. at .05.

V'
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If, as suggested by Locke (1969, 1976), the dis-

crepancy between what an individual wants, desires, or

values and what the person porceives he/she has received

is tho major detttrminant of satisfaction, then the ability

to change these values among newcomers may be more impor-

tant than changing expectations. The organizational

socialization literature supports the concept that new-
comers are in a situation where they are more likely to

change than at any other time in their career (Van Maanen,

1976). The present restults demonstrate tho feasibilitY

of early value change vio an HO7P.

Hpthesis 11: Trust and Honesty

The eleventh hypothesis stated that. the RMI7 group

would have greater feelings of trust and honesty toward

the organization. As shown in Taxble 29, there was no sup-

port for this hypothesis. Inspection of the moans from

the ANOVA's (lorner', 1474) reveals t i a t t h e Rd P

group did report greater feelings of trust and honesty

toward the organization than any other group. However, the

difference was not statistically significant.

As suggested earlier, giving the I)JP prior to se-

lection would probably have a greater impact on creating

fto, 1ili' of trist and hone sty toward th01 or'ata I at on.

Showi nq t-he JUP after it is too lat. for the newcomer's to
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Table 29

Analyses of Covariance: Trust and Honesty

Groupb R2 c
Equation Beta Change df Change

1 .0586 .0034 196 1.264

2 .0066 .0000 258 0.013

3 -. 0023 .0000 182 0.001

4 .0605 .0037 264 1.281

a (1) + Group

(2) -Q + Group

(3) (03 Q2) Q + Group
i i

(4) Q4  Q 03 + Group.i ,

bGroup codest treatment 1, Controls - 0.
CAll n.s. at .05.

I T
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leave does not appear to have any influence on feelings

of trust and honesty. This supports the finding of Ilgon

and Dugoni (Note 3).

if! ~Individual Level Hypot~heses

•!:"Hypotheses 12 through 20

Since the next set of hypotheses are so closely

related, they are dealt with as a group rather than individ-

ually. in or'der, hypotheses 12 through 19 stated that met

expectations would be: inversely related to attrition,

intentions to quit, thoughts of quittingi and directly

related to job satisfaction, ability to cope, job perfori"-

Unce, and trust and honesty. Hypothesis 20 stated that

weighting met expectations by values would enhance the

correlations with the criterion. These hypotheses were

tested by computing Pearson product-moment correlations

between each variable above with eight types of met expec-

ration sets with micro and macro outcomes combined and

separately.

Met expectations wore computed as the difference

between the probability of receiving certain outcomes at

entry and the perceived probability of receiving those

same outcomes one month later. Expectations for the first

,,,, ..........



two groups in each battalion were measured by the second

questionnaire. For the third group in each battalion,

the first questionnaire was used as the measure of expec-

tations. Recall from Figure 10 (p. 87), that this group

did not receive the second survey. The purpose was to

measure expectations prior to the start of training. Per-

ceptions were measured by the third survey except for

those who left the organization. The attrition question-

naire served as the measure of perceptions for this group.

Each measure of expectation sets added more de-

tail than the preceding set (see Table 30). First the

summed absolute discrepancy between expectations in times

one and two was calculated. Next, the magnitude was com-

"puted by summing the signed discrepancies. Then those

expectations that were exceeded in time three and those

that had a lower probability than expected were summed.

Then each of the above met expectation sets were weiqhted

by the desirability ratings.

The Pearson-product moment correlations for the

eight met expectation sets for both macro and micro factors

combined are presented in Table 30. Of the various expec-

tations sets, the absolute magnitude and the expectation

set in which the probability of obtaining certain outcomes

was found to be less than originally expected were the

ones with the highest correlations. Of these two sets,
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the less than expected set had higher correlations

than the absolute magnitude set in every case.

According to Table 30, individuals who perceive

a lower probability between the job and certain micro and

macro outcomes than was originally expected were more

likely to quit, had higher intentions to quit, experienced

less general, intrinsic, and extrinsic satisfaction, were

less committed to the organization, had lower ability to

cope with difficult aspects of the job and reported less

trust and honesty in the organization. All of the above

were statistically significant. Therefore, hypotheses 12

through 19 were supported. Weighting the discrepancy be-

tween expecta•tions and perceptions by values did not im-

prove the correlations as suggested by hypothesis 20.

Next, the difference in correlations for micro and

macro outcomes were assessed. In Table 31 the micro

expectation sets were correlated with the variables above.

A comparison of this table with Table 30 shows that the

combined micro and macro set were generally more highly

correlated with the criterion than the micro expectation

sets. From Table 32, it can be seen that the macro expec-

tation set was not as highly correlated with the variables

of interest as either the micro or the combined expecta-
tionm Owtv,

From these three tables it opn be concluded that

hypotheses 12 through 19 are supported most when the
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expectation sets are such that individuals perceive a

lower probability between being in a role and certain out-

comes than originally expected. It should be noted that

the majority of the outcomes were generally rated as be-

ing desirable.

The results contained in Table 30 clearly support

the met expectation hypothesis (Porter & Steers, 1973).

The strongest correlation was between the combined micro

and macro expectation sot that was less than expected and

commitment (r * -. 28) and attrition (r - .28). Expecta-

tion sets which were not met or exceeded also correlated

significantly with: intentions (r - .14); general satisfac-

tion (r - .21); ability to cope (r- -. 27); performance

(r a -. 15), and feelings of trust and honesty (r - -. 27).

Wanous (1978) suggested the importance of separat-

ing micro and macro expectations. When considered individ-

ually in the present study, micro expectations were moro

highly correlated with the criterion than macro expecta-

tions. Hiow'ever, the strongest correlations were produced

when both types of expectations were combined and the in-

dividual perceived a lower probability of obtaining the

outcomes than originally expected. As suggested by Harvey

and Clapp (1965) and Veneris et al. (1968), both the

magnitude and the direction of the discrepancy from ex-

pectations were considered. In the present study, the
If



signed magnitude (more or less than expected) was more

highly correlated with the criterion than when the direc-

tion (toward or away from a valued outcome) was not con-

sidered. The reason for this may have been that the out-

comes measured were generally desirable outcomes and weight-

ing this with a four or five on a 5-point scale restricted

the impact of the desirability ratings. This finding is

"consistent with the expectancy theories reviewed earlier

(see House at al., 19741 Mitchell, 1974)'

SHypothesis 21: Acceptable Alternatives

The last hypothesis stated that the probability of

finding an acceptable alternative(s) would moderate the re-

lationship betweon thoughts of quitting and intention to

quit. As shown in Table 33, thoughts of leaving and the prob-

ability of finding an acceptable alternative were positively

related to intentions to quit. When the interaction between

thoughts and alternatives were added to the equation, the

R2 increase was significant, r (3,415) a 22.76, p € .001.

In order to understand the nature of this interaction,

four qroups were formed with a median split on probability

of finding an acceptable alternative and on thoughts of

quitting. The mean score on Intentions to quit for each

group is presented in Table 34. As expected, the group with

a high probability of finding an acceptable alternative had

more thoughts of quitting and had the highest intentions to quit.

I .......... ..... .
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Table 34

Intentions to Leave by Thoughts of Quitting and
Chance of Finding an Acceptable Alternative4

Thoughts of Quitting

Chances of finding an
acceptable alternative Low High

Low 1.234a 1.363
(0.860) (0.667)

n a 80 n - 124

High 1.171 1.417
(0.681) (0.842)
n - 76 n * 139

Note. The first humber is the group mean on intentions.
Me- SD is in parenthesis.

aF (3.415) m 2.123,# < .10.

..... .....
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This supports the model developed by Mobley (1977)

and agrees with the findings of Dansereau et al. (1974)

and Mobley et al. (1978).

Summary of Results

The results indicated that the experimental sample

had a significantly lower education level than the popula-

tion. However, there were no significant differences

between experimental groups in the study on the demographic

variables. The scales had generally acceptable levels

of internal consistency. A manipulation check showed that

the RJP did not create more realistic expectations for

those expectations that were measured.

At the group level of analysis, the RJP had a sta-

tistically significant impact on two of the explanatory

mechanisms. There was a significant change in values for

the treatment group and this group expected their job to

have more role clarity than the control groups. The RJP

group also had significantly higher performance scores.

Although in the expected direction, the reduction in attri-

tion in the treatment group did not reach statistical sig-

nificance at the end of training but did exhibit signifi-

cantly lower attrition six months and one year after entry.

There was weak support for the self-reported ability of the

RJP group to deal with certain difficult aspects of training.
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On the individual level, it was found that individ-

uals who do not have their expectations met or exceeded,

were more likely to withdraw or to have higher propensities

to withdraw than those with met or exceeded expectations.

This supported the met expectation hypothesis (Porter &

Steers, 1973). The individual's tolerance for ambiguity

may have been an important moderator of the effect of met

expectations on the criteria. Need for clarity may not

have adequately measured this individual characteristic.

............. h.tit, -- a.



VII

LIMITATIONS, INTEGRATION, AND

PRACTICAL IMPLICATIONS

This chapter includes a discussion of the limita-

tions of the present study followed by an attempt to in-

tegrate the literature relevant to the study of RJP's,

and identification of future research needs. Finally,

practical implications of the present study are presented.

Limitations

Experimental Procedures

Although every attempt was made to develop the

best possible experimental design, several practical factors

had to be considered. Assignment to groups was not a

purely random process, it was based on arrival times.

Assignment of treatment to groups was random only for the

first two or three platoons in each battalion. Further,

the generalizability of the results could have been im-

proved by sampling both training centers and by selecting

participants at different times in the year.
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RJP Limitations

There were several problems with the RJP. The 80-

minute video tape went to great lengths to "tell it like

it is." There may have been too much detail in the RJP

and this could have attentuated the more salient content

in the video tape. Also atteftkpts to show what the drill

instructors would be like was difficult. There may not be

a "typical" DI. Also, the attitude of the DI's toward

recruits in different battalions, companies, or platoons

may have lessened the impact of the film.

Only Ilgen and Dugoni (Note 3) found strong sup-

port for the creation of realistic expectations by the RJP.

This may have been because their short RJP dealt with only

the more salient aspects of a rather simple job. This

approach may be superior to trying to show too much, too

fast, in a film that may have been too long.

Mechanisms

The present study was not designed to address all

possible psychological mechanisms that may help to explain

the impact of RJP's on affect, intentions, and behavior.

The possible effects of the modeling process were not

directly measured, nor, were the possible effectb of the

RJP on innoculating the participants to help prepare them

for the stress they were about to encounter. All possible

............
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classifications of met expectations were not considered.

There were only a few negative outcomes, and like previous

RJP studies, effort-performance type expectations were

not measured.

Integration and Implioations
for Future Research

Understanding the impact of RJP's on affect, in-

tentions, and behavior of newcomers to organizations cuts

across several areas of theory and research. These areas

will be discussed in terms of five major classes of ex-

planatory mechanisms referred to hgre as the "5 C's of

RJP's": choice, change, clarity, coping, and characteris-

tics of individuals. These classfications are not mutually

exclusive but offer a systematic way to classify the lit-

erature relevant to each explanatory mechanism. A discus-

sion of the literature and future implications for each

class of mechanisms as it relates to RJP's is presented

below.

Choice

The act of joining an organization involves the act

of making and implementing an important choice. As noted

... .. I
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by Wanous (1977) in his review of the organizational entry

literature, the theory of cognitive dissonance (Festinger,

1957) is directly involved in the choice process of new-

comers to an organization. Attitudes and behaviors of the

newcomers toward the organization chosen may be influenced

by the dissonance created by making a choice among several

attractive alternatives.

Because the impact of cognitive dissonance may

change as the newcomer moves from outsider to newcomer to

insider, future research should measure the change in at-

titudes and behaviors of newcomers before and after entry.

Also, the impact of the RJP on dissonance needs to be

studied. It may be that RJP's given prior to job accept-

ance have a different influence on the dissonance proceos

than RJP's given after entry. Persons may be more com-

mitted to their decision if the RJP is given prio• to

job acceptance (Wanous, 1977). I am aware of no research

that directly considered the effect of RJP's on cognitive

dissonance.

Change

A major focus of the organizational socialization

literature is on trying to get newcomers to accept the norms,

values, and boliefs of tho orqjanization (Van Maanen, 1976),

Pre'quently the newcomers must: either change their values
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and beliefs, or atten~t to change the norms of the organi-

•ationt or both before the socialization process is suc-

cessful. The organizational socialization literature seems

to accept the notion that newcomers are in a situation

where they are more likely to change their values and be-

liefs than at any other time. As noted by Ilgen and Dugoni

(Note 3), RJPIs may affect expectations which may change

the individual's values. It may be possible that the or-

ganization can change the parson's values if it cannot or

will not furnish what the individual desires.

It is unlikely that anything as simple as an RJP

could change deep seated values. Howover, those role out-

come erilpherol vAlues tint t, z'e important to the newoome=

but also vola.ilk,, may be sucvoptable to chango. It should

be noted here that the organizational socialization liter-

ature also agree, that the newcomer bringo certain values

and motives that. are relatively stable over time (see Van

Maanen, 1975, pp. 73-74). in the present study, values

which were related to turnover in a previous study (Mobley

4 et al., Noto 5) were shown to be influenced by the RJP.

C',,.n thouilh thto baeit value system of the newcomer prob-

ably will not chanqc, a change in the desirability of

vertain out.c.omus may help keep the person in the organiza-

Hton long enout;h C-or the moro powerful influence of the

socialization process to have an effect on the basic value

"i ,u.i



The present study did not consider the type of

socialization strategy (see Van Meanen. 1978 for a recent

"disoussion). Military socialization may be quite different

from that of most organizations. However# Schein (1961,

1962, 1967, 1968) frequently has suggested that the results

of "indoctrination" settings are remarkably similar re-

gardlesa of organizational difference&. Future research
should consider the possible impact of RJP's on values and

beliefs, It in important to know which values are in need

of change and which can realistically be changed by RJP's.

There also is a need to determine the temporal effects of

the value change,

The impact of clarity on newcomers through RJP's

haa receivod the most attention. met expectations have

shown weak but consistent inverse relations with turnover

(Porter *• Stv.ers, 1973; Wanous, 1977). The importance of

role clarity on nowcomnrs has been studied by Graon and

his associates. The role clarity literature has focused

on the importance of the leader in helping newcomers define,

their orqanizational roles. An RJP may help answer the

call for improved role sending mechanisms (Graen & Gineburgh,

1977: Graen et al., 1973).

As sumiested elsewhere (llgtn & Dugoni, Note 31

Wanous, .1.977), it also in possible that role clarity and met

r-.
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I expectations may enhance the newcomer's feelings of trust

and honesty toward the organization. Neither the present

study nor Ilgen and Dugoni (Note 3) found support for

this suggestion.

Although there is weak but consistent support for

the impact of met expectations and role clarity on turnover,

there is a paucity of research that directly relates met

expectations to turnover. There is even less research

relating the influence of met expectations and role clarity

on job performance, satisfaction, commitment, ability to

cope, etc. as presented in RJP's. Also the differential

effect of clarity given before the job is accepted versus

after job acceptance needs to be studied.

One major problem in assessing the impact of clarity

has been the lack of clarity in operationalizing the con-

cept of met expectations. What should be measured, how

should it be measured, and over what period(s) of time

should be considered? Certain types of expectations may

be strongly related to turnover and its precursors, other

types may not be related at all.

Coping

The impact of the newcomer's ability to cope with

what the organizational socialization and organizational

entry literature agree is a stressful situation is closely

A '
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related to clarity discussed above. The modeling litera-

ture (Mandura, 1977; Weiss, 1977) has focused on teaching
individuals how to cope with stressful situations by ob-

serving role models. This same concept was used in the

present study to enhance role calrity as well as teach

certain coping skills.

However, the present study did not consider the

literature dealing with coping and stress (see Averill,

1973; Janis, 1958; Kahn et &l., 1964; Sarason & Spielberg,

1975). Sells (1970) argued that the lack of control to

respond to situations in which the outcome of the response

is important to the individual creates the conditions re-

quired for stress. RJP's have the potential to let new-

comers know what response is required and how to prepare

themselves to respond correctly when the need arises.

Stress innoculation (Meichenbaum et al., 1975) through

ROP's may also aid the newcomer in coping with difficult

aspects of the new job.

Future research needs to consider more effective

ways to show newcomers how to cope with the new job. Per-

haps interviews with experienced employees, live demonstra-

tions, or some combination of these with booklets and film

may be more effective. The nature of the particular job

and organization may determine the best approach.

4
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Characteristics

The impact of RJP's may be quite different for cer-

tain individuals than for others. Ambiguity has been shown

to have an influence on performance and satisfaction. This

relationship has been moderated by such individual dif-

ferences as: need for clarity (Lyons, 1971)1 self-esteem

(Weiss, 1977, 1978; Weiss & Knight, 1979)1 locus of con-

trol (Anderson, 19761 Korman, 1971)1 and self-expectations

(Youngberg, 1963).

Future research needs to identify the types of in-

dividuals who are most likely to benefit or to be adversely

affected by RJP's. Individuals with low self-confidence

may need a different type of RJP than persons with high

self-confidence. Also other individual differences such
as manifest anxiety which have been shown to be related .

to turnover (Hakkinen &Toivainen, 1960) need to be con-

sidered.

Practical Implications

The practical implications of the present study are,

perhaps, not as applicable to the business and governmental

sector as they are to the military situation. The entry

process for military enlistees is much different from that

........... .... 7....
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of other types of organizations. However, the use of RJP's

is practically applicable in any organization. The theory

f and research behind RJP's comes from a wide variety of

theoretical and empirical research. The need to reduce

uncertainty in the entry process is common to all organi-

zations.

Based on the experience gained from this study,

there are several suggestions that practitioners of RJP's

may wish to consider. It is probably best not to cover

too much detail about the job and organization. The same

job performed in different locations within the same or-

ganization may vary. As things change over time, the RJP

must be continually updated. One suggestion is to identify

a few of the most salient micro and macro factors in need

of realism. Where these outcomee involve a required

response, teach the newcomer what response is most likely

to achieve desired results. Showing new employees several

types of coping mechanisms for the same situation may also

improve the response capability of the newcomer. Certain

jobs may be described best by booklets. Others may re-

quire video films, interviews with experienced employees

by the new members or some combination of these approaches.

It is important that the behaviors being taught are re-

quired and expected on the job.

In the present study, it was shown that RJP's

shown after entry may have a desirable influence on newcomers.

tL
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Many organizations are not willing to take the chance

that the RJP shown prior to job acceptance will discourage

potential employees (see Reilly et al., 1979).

Turnover in the present study, as in several other

RJP studies (Reilly et al., 1979; Wanous, 1973; Youngberg,

1963) was not reduced to a statistically significant level

during the first several months after entry. However, the1 .1
present study showed significant reductions in terminations

over six-month and one-year intervals. Several other

studies reported similar findings (Weitz, 1956; Youngberg,

1963). From a practical viewpoint, the possibility that

turnover was reduced by as little as one or two percent

could result in large, long-range payoffs. This is an-

pecially true since most of the RJP's given to date could

be produced at a fairly low cost.

Huck and Midlam (Note 2) recently developed a model

to estimate the cost of attrition in the Navy and Marine

Corps. They estimated the cumulative cost for a new recruit

who completes recruit training to be approximately $5,327

per enlisted male. The organization receives no expected

value in return because the recruit does not become a return

on investment until after recruit training. The RJP used

in this study showed a 4 .6 % difference in three month turnover when

comparing all the treatment groups with all the controls.

The resultant savings to the Marine Corps is estimated to be



134

(4.6% x N) -t $5,327

where

N * the number of recruits entering the Marine Corps
at Parris Island each year

With the approximately 20,000 male recruits entering Parris

Island each year, the saving is estimated to be approxi-

mately $4,900,840 per year.

It must be kept in mind, that not all attrition is

undesirable from the organization's perspective. This also

assumes that the recruits dropped out at the end of recruit

training. Since most attrition occurs during the first two

months, a more realistic figure would be less than the above.

However, at the end of the first year of enlistment, the

organization has invented approximately $11,227 (Huck & Mid-

lam, Note 2) in each male recruit. Multiply this over a

number of years and include the female recruits as well as

the training base on the West Coast, and the savings could

be increased. This is especially true when considering that

the total incremental cost to the Marine Corps was only a

few thousand dollars because the RJP was produced with

existing equipment and personnel. With the reduction in

turnover during the first year, it is clear that the RJP

was cost effective.

The present study also seems to have aided perfor-

mance. It is not possible to put a dollar figure on the

1IQhk.V2 .11.3, i.. . . . . . . . . . . .
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improvement in performance, but if RJP's help enhance the

benefits of training, the major mission of recruit train-

ing, then it certainly is worth trying.

Even if the RJP in unable to do any of the above,

organizations may have a moral obligation to let

new and potential applicants know what is going to be re-

quired of them on the job and what they will receive in

return. This should enhance feelings of trust and honesty

toward the organization which may aid the socialization '
process by presenting a favorable climate to the newcomer.

This impact may not be as great if the RJP is given after

entry. However, the recruit probably realizes that

the organization does not have to take the time and expense

involved to show the newcomer what is about to happen

once the job is accepted.

Conclusion

Although much more research is needed in the areas

described in this section, RJP's do seem to have an important

place in the socialization of newcomers to organizations.

The possible reduction in turnover and improvement in per-

formance at a rather low cost is a small risk to take. We

believe that showing the RJP prior to job acceptance does

p.
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increase the risk for some organizations, but the payoffs

may be even higher by not training someone who is going to

leave anyway. The potential to present a favorable climate

to newcomers is a strong plus for RJP's. If for no other

reason, organizations should at least attempt RJP's on

moral grounds. Organizations hiring many newcomers who

are entering their first job have an even greater obliga-

tion to help the newcomer adjust as quickly and as pain-

lessly as possible.

'. 1
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MISCELLANEOUS

Air Force Marine Corps

AFOSR/NL (Dr. Fregly) Dr. A. L. Slafkosky
Building 410 Code RD-i
Bolling AFB HQ U. S. Marine Corps
Washington, D. C. 20332 Washington, D, C. 20380

Military Assistant for Human Resources Commandant of the Marine Corps
OAD (E&LS) ODDR&E (Code MPI-2O)
Pentagon 3D129 Washington, D. C, 20380
Washington, 0. C. 20301

Coast Guard
AFMPC/DPMYP
(Research and Measurement Division) Joseph J. Cowan
Randolph AFB, Texas 78148 Chief, Psychological Research Branch

U. S. Coast Guard (G-P-I/2/62)•Air University Library/LSE 76-443 Washington, 0. C. 20590

Maxwell AFB, Alabama 36112
NavyAir Force Institute of Technology

AFIT/LSGR (Lt.Col. Umstot) Bureau of Naval Personnel
Wright-Patterson AFB, Ohio 45433 Scientific Advisor (Peps Or)

Washington, D. C. 20370

Bureau of Naval Pe~sonnel (Pers 6)
Office of the Deputy Chief of Staff Assistant Chief of Naval Personnel

for Personnel, Research Office for Human Resource Management
ATTN: DAPE-PGR Washington, 0. C. 20370
Washington, D. C. 20310

Bureau of Naval Personnel (Pers 6a3)
Army Research Institute (2 copies) Human Resource Management
5001 Eisenhower Ave. Washington, D. C. 20370
Alexandria, Virginia 22333 CArT Paul D. Nelson, HSC, USN
ARI Field Unit Leavenworth Director of Manpower & Facilities
P. 0. Box 3122 (Code 60)
Fort Leavenworth, Kansas 66027 Navy Medical R&D Command

Bethesda, Maryland 20014Headquarters FORSCOM
ATTN: AFPR-HR CAPT H.JM. Connery, MSC, USN
Ft'. McPherson, Georgia 30330 Navy Medical R&D Command
SJ pBethesda, Maryland 20014CAPT Joseph Woker
Department of the Army Superintendent (Code 1424)
Headquarters, 32D Army Air Naval Postgraduate School

Defense Command Monterey, California 93940
APO New York 09175
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Professor John Senger Human Resource Management Detachment
Operations Research & Admin. Science Rota
Naval Postgraduate School Box 41
Monterey, California 93940 FPO New York 09540

Training Officer Human Resource Management Center
Human Resource Management Center Norfolk
Naval Training Center (Code 9000) -621 23 Tidewater Or,
San Diego, California 92133 Norfolk, Virginia 23511

Scientific Director Human Resource Management Center
Naval Health Research Center Building 304
San Diego, California 92152 Naval Training Center

San Diego, California 92133
Navy Personnel R&D Center (6 copies)
San Diego, California 92152 Office of Naval Research (Code 200)

Arlington, Virginia 22217
Commanding Officer
Naval Submarine Medical Research Lab. ACOS Research & Program Development
Naval Submarine Base Chief of Naval Education & Training (N-5)
New London, Box 900 Naval Air Station
Groton, Connecticut 06340 Pensacola, Florida 32508

4 Commanding Officer Human Resource Management School
Naval Training Equipment Center Naval Air Station Memphis (96)
Technical Library Millington, Tennessee 38054
Orlando, Florida 32813

Bureau of Naval Personnel (Pers 65)
NAkRL I NAS Washington, 0. C. 20370
Pensacola, Florida 3250B

Director, Human Resource Training Dept.
L t. Rebecca G. Vinson. USN Naval Amphibious School
Rating Assignment Officer Little Creek
Bureau of Naval Personnel (Pars 5151) Naval Amphibious Base
Washington, 0. C. 20370 Norfolk, Virginia 23521

Chief of Naval Technical Training Naval Material Command
Code 0161 Management Training Center (NMAT 09M32) 11)"
NAS Memphis (75) Room 150 Jefferson Plaza, Bldy. #2
Millington, Tennessee 38054 1421 Jefferson Davis Highway

Arlington, Virginia 20360
Human Resource Management Center
Box 23 Commanding Officer
FPO New York 09510 HRMC Washington

1300 Wilson Blvd.
Human Resource Management Detachment Arlington, Virginia 22209
Naples
Box 3 Head, Research & Analysis Branch
FPO New York 09521 Navy Recruiting Command (Code 434)

801 N. Randolph St., Room 8001
Arlington, Virginia 22203
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Dr. William S. Maynard Mr. Luigi Petrullo
U. S. Naval Academy 2431 North Edgewood Street
Department of Leadership & Law Arlington, Virginia 22207
Annapolis, Maryland 21402

Or-. Eugene F. Stone
CAPT Donald F, Parker, USN Asslstant Professor of Administrative
Commanding Officer Sciences
Navy Personnel R&D Center Krannert Graduate School
San Diego, California 92152 Purdue University

West Lafayette, Indiana 47907
Dr. Myron M. Zajkowski
Senior Scientist Mr, Mark T. Munger
Naval Training Analysis and McBer and Company

Evaluation Group 137 Newbury Street
Orlando, Florida 32813 Boston, Massachusetts 02116

Other Comnandant
Royal Military College of Canada

Personnel Research ind Development Center Kingston, Ontario
U. S. Civil Service Commission K7L 2W3
Bureau of Policies and Standards ATTN: Department of Military
Washington, D. C. 20415 Leadership and Management

HumRRO (ATTN: Library) National Defence Headquarters
300 North Washington Street Ottawa, Ontario
Alexandria, Virginia 22314 KIA OK2

ATTN: DPAR
Office of the Air Attache (S38)
Embassy of Australia Dr. Richard T. Mowday
1601 Massachusetts Avenue, N.W. Graduate School of Management
Washington, D. C. 20036 and Business

University of Oregon
Scientific Information Officer Eugene, Oregon 97403
British Embassy - Room 509
3100 Massachusetts Avenue, N.W. Dr. Meredith P. Crawford
Washington, 0. C. 20008 Department of Engineering Administration

George Washington University
Canadian Defense Liaison Staff, Suite 805

Washington 2101 L St., N.W.
2450 Massachusetts Avenue, N.W. Washington, 0. C. 20037
Washington., 0. C. 20008
ATTN: CORD Dr. John J. Collins

Vice President
Dr. Robert C. Sapinkopf Essex Corporation
Personnel Research and Development Center 201 North Fairfax Street
U. S. Civil Service Commission Alexandria, Virginia 22314
Washington, 0. C. 20415
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CDR William A. Earner
Management Department
Naval War College
Newport, Rhode island 02840

Mr. Martin Milrod
Educational Equity Grants Program
1200 19th street, NW,National institute of Education

Washington, 0. C. 20208

Librarian
Charles Myers Library
North East London Polytechnic
Livingstone House
Livingstone Road
Stratford
London ElS 2LJENGLANDO

CArT Richard L. Martin, US%

Commanding Officer
USS Francis Marion (LPA-Z49)
FPO New York 09501

CAPT Stan Polk
AFHRL/ORS
Brooks AFB, Texas 78235

ATTt4: Library
ART Field Unit - USAREUR
c/o DCSPER
APO New York 09403

1AJ Robert Wiltrout
Mr. Richard Grann
U. S. Army Trimis-Evaluation Unit
Walter Reed Army Medical Center
Washington, D. C. 20012

Mr. Thomas N. Martin
Department of Administrative Sciences
Colleqe of Business and Administration
Southern Illinois University
Carbondale, Illinois 62901
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MANPOWER R&D PROGRAM
CURRENT CONTRACTORS

Dr. Robert J. Anderson dr. H. Wallace Sinaiko
MATHTECH, Inc. Program Director
P.O. Box 2392 Manpower Research & Advisory Services
Princeton, New Jersey 08540 Smithsonian Institution

801 North Pitt Street, Suite 120
Dr. Les Cohen Alexandria, Virginia 22314
Information Spectrum, Inc.
1745 S. Jefferson Davis Highway
Arlington, Virginia 22202

Dr. Johnnie Daniel
Richard A. Gibboney Associates, Inc.
10605 Concord Atreet, Suite 203A
Kensington, Maryland 20795

Dr. Lawrence Friedman
University of Pennsylvania
Wharton Applied Research Center
Philadelphia, Pennsylvania 19104

Dr. Farls Kirkland
University City Science Center
Center for Social Development
3624 Science Center
Philadelphia, Pennsylvania 19104

Dr. William H. Mobley
College of Business Administration
University of South Carolina
Columbia, South Carolina 29208

Dr. Richard Moray
Duke University
Graduate School of Business

Administration
Durham, North Carolina 27706

Dr. Irwin Sarason
University of Washington
Department of Psychology
Seattle, Washington 98195
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NATIONAL SECURITY CRISIS MANAGEMENT
CURRENT CONTRACTORS

Dr. Davis B. Bobrow Dr. A. F. K. Organski
Bureau of Governmental Research Center for Political Studies
University of Maryland Institute for Social Research
College Park, Maryland 20742. University of Michigan

Ann Arbor, Michigan 48106
Dr. Michael A. Daniels
International Public Policy Dr. Thomas C. Wiegele

Research Corporation Northern Illinois University
6845 Elm Street, Suite 212 Center for Biopolitical Research
McLean, Virginia 22101 DeKalb, Illinois 60115

Dr. George T. Duncan
Department of Statistics
Carnegie-Mellon University
Pittsburgh, Pennsylvania 15213

Drs. J. V. Gillespie and D. A. Zinnes
Indiana University
Center for International Policy Studies
Oepartment of Political Science
825 East Eighth Street
Bloomington, Indiana 47401

Dr. Stephen S. Kaplan
The Brookings Institution
1775 Massachusetts Avenue, N.W.
Washington, D. C. 20036

Dr. Richard P. Y. Li
Michigan State University
Department of Political Science
East Lansing, Michigan 48824

Dr. Robert Mahoney
CACl, Inc.-Federal
1815 Fort Myer Drive
Arlington, Virginia 22209

Dr. Charles A. McClelland
University of Southern California
University Park
Los Angeles, California 90007
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