.- r o

- .

2076604

AD

DDG_FiLE_COPY,

Y,;"
ORI B - y

|
|

-~ e

for palty 1 s end sdle; ite

distributen 1 unlimited,

T 5T s been approved

CENTER FOR MANAGEMENT AND
ORGANIZATIONAL RESEARCH

RESEARCH DIVISION
COLLEGE OF BUSINESS ADMINISTRATION

UNIVERSITY OF SOUTH CAROLINA
COLUMBIA, SOUTH CAROLINA 29204

%9 14 11

086

,., . ‘}WA"‘ ., i '.; i

T \ — e
. . Yol \ . e T oot -t
b 1A o Y




o —
i W
e
3
!
!

:( ' [R I | ) ;\'
.u, ?
3 s
o AN EXPERIMENTAL EVALUATION OF THE EFFRCTS OF 0
! A REALISTIC JOB PREVIEW ON MARINK - 1 C 4
‘ﬁ RECRUIT AFFECT, INTENTIONS e ey O ¥
AND BEHAVIOR TS ML 1
3 poo o e , g
) ) i . , -
4 : TR I P
4 Stanley 0, Horner | \I”\EJ“h E f
y William H. Mobley et ‘ k!
4 Bruce M. Maglino L P
s
| !
3
;E TR"'O é
1 |
!
i
B!
!
Center for Management and Organizational Research
College of Business Administration
University of South Carolina
Columbia, South Cavolina 29208
|
g
‘% This veport was prapared under the Navy All Volunteer Manpower R&D program
\ of the Office of Naval Reaearch NOOO14-76-C~0918,
E- Reproduct ton in whole or part {r permitted for any purpose ot the United
-

. Statea Government,

b Approved for public release, disteibution unlimited.

8

[/ Septomber, 1979

) TR=9

|

:“.

A

b

M
. wll PR .

.’ .') ) A R . -\‘ ~~~-,-..-> Y TP

i o A S LBATRIRTAL S .
; e Coanler it 0
Qi ah ooy |
i AL AL L 1 b A 1.0 S A stk L

Y . | S ey ,,,.,\....,.., X r— f4ob i 42 L0 et} L £ 500 st ot LA R




ACKNOWLEDGMENTS

This study was conducted as part of a larger study of military attitudes
and turnover being conducted by USC under tha sponsorship of the Office of Naval
| Research. The research reported here is primarily based on the Ph.D, dissertation
of the senior author under the guidance of the second and third authora. The i
i agsistance of USC Professors James E., Laughlin, Thomas P. Cafferty, and Herbert . !

P H. Hand is gratefully acknowledged.

b The following Marine Corps personnel are gratefully acknowledged for their

3 significant contributions and their coveted cooperation: Major General A, Poillon,

4 Col. R. White, Col, P. Wickwire, Lt. Col., Willaim Osgood, Major M. Chambers, Major
.. J, Hayes, Major R, Kempf, Captain R. Eluk and Captain J. Kovacevich. Special

R thanks are owed to Lt. Col. C. G, Gill, Lt. F, Cappiello, and their Training Support
R Center staff for devalopment of an excellent video film which aerved as the treat-

¥: ment. The assistance and willing cooperation of those Drill Instructors and recruits

who allowed us to interview them and who took part in the video film is acknowledged.

A S

The participants in the study are owed a sincere thanks,

R

RS B A IRT |
)

|

i .,
; Froyoean

1 ll

o

St Loy

i o1 S b i A sk b o451t s it s ket b2 g L 8 it s o




. 4 j
SECURITY CLABRIPICATION OF THIE PAGE (When Deta Entared)
REPORT DOCUMENTATION PAGE Er EAD INSTRUCTIONS .}

2. 0 T ACCRSSION NOJ & IPIEN ATALOG NUMBER

& PIRIOD COVERED

An Experimental Evaluation of the Effects of
a Realistic Job Preview on Marine Recruit
Affect, Intentions and Behavior,

[T AUTHON] %) o.1ENTIT!T?ﬂf!l!ﬁfﬂﬁﬂi!lﬁT""’
Stanley O.IHorner, William H./Moble;’ and
Bruce M./Meglino

. MING ORTANIZATION NAME AND ;
Center for Management & Organizational Research
College of Business Administration
University of South Carolina, Columbia, SC 29208
11, CONTROLLING OFFICE NAME AND ADDRESS
Organizational Effectiveness Research (Code
Office of Naval Research
Arlington, VA 22217
v Y

T8, SIBTRIBUTION SYATEMENT (of (hie Repori)

Approved for public release; distribution unlimited,

17, DISTRIBUTION STATEMENT (of (he abatraet sntered in Bleek 30, |1 ditferent frem Report) . 0

75, SUPPLEMRNTARY NOTER T T
This report was prepared under the Navy All Voluntear Force R & D
Program at the Office of Naval Research Under Contract NO0O-14-76-C-0938

19, KRY WOROS (Continue en reverae side If necossary and ideniify by blesk numbes)

Met~cxpectations Attitude _ Self-Fateew ..
Attrition Ambiguity Socialization
Recruit Training Coping Organizational Entry
Realistic Job Preview Values Assimilation

(RJP)

Wrﬁuum N reveres oids If nacensary and Idontify by bioek mmber)

A realistic job preview (RJP) was administered to Marine Recruits shortly
after arrival at the Recruit Depot. A etrong experimental design utilizing
" placebo and control groups and three replications led to the findings that:
the RJP treatment groups had lower, although not atatistically significant,
attrition at three months, 10.3% va. 14.9% alpekelddpenignificantly lower six-
' month, 14.9% ve. 23.8% =<8y and one-year 12,4% vs. 33.1%
attrition rates; and significantly higher performance {p=s-v@83). Further,

]

|
I

DD 50", 1473 woimion oF 1 Nov ¢8 18 oesoLETE

8/N 01029014 9801 | UNCLASSIFIED
SRCURITY ELABDIFICAYION OF THIS FASE (Whon Date Entarse)

gm

IO 24

104 WML N IS NS IR A il b0 o et et oot s b vty A seae o & Ao ey i w1 g o o T A



' 7 __UNCLASSIFIED
{ LLLURITY GLASSIFICATION OF THIS PAGE When Dota Entered)
K“ . e —————
W
i
i

the RJP groups had less expected job ambiguity and experienced a change in
role outcome values but not expectations. At the individual level, met
expectations were significantly related to attrition and propensity to
withdraw. A conceptual model 1s presented, relevant literature reviewed, and
resulta and further research implications discussed.

R T3

T

e
Y

TR
.

TR
-

e

>

SECUAITY CLASKHFIGATION OF THIB PAGR(When Dot Bniered)




o

i1

Management Summayy

What is a Realistic Job Preview (RIP)?

An RJP is an attempt to give vecrults 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 problema.
Thus, to the extent an RJP helps create realistic expectations, these problems
may be reduced. Further, an RJP can ba used to teach recruits how to cope with
the new environment and present role models i1llustrating succeasful adaptation
to the new environment.

What was the RJP uased in this study?

The RJP used in this study was an 80 minute video tape jointly develuped
by the USC resesrch team and the Training Support Center of the USMC Parvis Island
Recruit Depot. The RJP included realistic footage from all phases of recruit
training. Interviews and voice overa from a cross section of recruits and DI'as
were designed to provide accurate information, role models, and coping skillas,
The RJP was called PIRATE, Parris Island Recruit Assimilation Training Exercilse.

How was the RJP evaluated?

The RJP was evaluated uasing 678 Parrim Island male, first-term, enlisted
recrults. The experimental design included groups receiving the RJP, control
groups not recelving the RJP, and placebo groups receiving another non-RJP film.
The axperiment was replicated in three different battaliona., The RJP was given
during the second full day at the recruit depot.

What were the major resmults?

The groups receiving the RJP had lower, but statistically not significant,
attrition at the end of recruit training (10.3% for the RJIP vs. 14.9% for
controls p. < 17). However, six-month and twelve-month attritionwaere significantly
lower for the RJP groups compared to the controls (14.9X va. 23.8%, p « .05 and
22.4X va, 33,1% respectively), The RJP groups also had significantly higher per-

formance (p < .001) than did the controls as measured by the Military Skills Marks (MsSM).

o o e e = e
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Further, although the RIJP did not seem to significantly change role cutcome
expectations, At 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 bas.s “or the study was
only partially supported, the results, in tottl.lsu.gezt 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 potontial 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 RIP in the present study was given after recruits arrived at
the recruit depot. Conceptually and pragmatically an experimental evaluation .
of RIP's at the recruiting step, prior to joining, is needed, While the
recruiting function may object, it could be argued that self-selection 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 effeétive role models in the RJP

treatment,
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Abstract

AN BXPERIMENTAL EVALUATION OF THE EFFECTS OF A REALISTIC JOB PREVIEW ON
MARINE RECRUIT AFFECT, INTENTIONS AND BEHAVIOR

T S

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

T AT e Sy

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

model of the psychological mechanisms by which realistic information given f t
‘ to new recruits after organizational entry may influence the affective, in- : I
Jz tentional, and behavioral responses of newcomers toward the organization . This !:ﬁ
model was then tested in a longitudinal field experiment involving U, 8, Marine j 1

Corps recrults,

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

reveipt of the realistic job preview (RJP), The realistic preview was an 80-
minute color video film covering the most salient aspects of recruit training. B
™Mot expectations' (Porter and Steers, 1973) was the primary independent varisble
at the individual level of analysis., Dependent variables included turnover,
cognitive and intentional precursors of turnover, performance, and psychological

4 explanatory mechanisms,

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

k! lower turnover, fewer intentions and thoughts of leaving, greater job satisfaction
f and organizational commitment, The explanatory mechanisms producing these outcomes
b 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,

R = o
S A RTINS T A+ e R e

; would have clearer role expectations, greater efficacy expectations, enhanced
§ ability to cope, and better job performance than the control groups, At the

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

T

several types 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, 10,34 for RJP versus 14,9% for controls
{(p. ¢ .17), However six-month and one-year attritionrates were significantly
lowar 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 contral 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 ¢riteria 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 RJP-turnover process is complex and the
conceptual model presented needs to be refined and retested. However, the
RJP is of sufficient utility to argue 55} continued utilization and evaluation

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

pre-enlistment step.
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INTRODUCT ION

Experiences encountered by an individual prior to
and shortly after entry into a new organization have a
profound effect upon the individualfs attitudes and
behavior (see Van Maanen, 1975; Wancus, 1977, for re-
views), A number of studies have shown that early turn-
over is related to the new employee's lack of realistic
informaticon concerning the job and the organization
(see Raphael, 1975; Scott, 1972; Wanous, 1977, for re-
views) .

Several recent studies of military and buainess
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, Frey,
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).

b
\
i
b
é

From a longitudinal study of attrition in the Marine Corps,

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

b
"r
Y
¥

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-

i term male enlistees. In a more recent longitudinal

i study, Lau (1979) suggested providing entering Navy re-
cruits with realistic information as a procedure to re- i

duce attrition. v

) Numerous attempts have been undertaken to reduce |

ﬁ attrition by giving potential or new 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,
The present research seeks to further evaluate

the utility of realistic job preview, More

fundamentally, the research seeks to integrate the litera=-

ture on RJIJP's, organizational entry and organizational

socialization, in an attempt to more fully understand

the affective, intentional, and behavioral response of

new employees toward the organiszation.
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The remainder of this introductory chapter is
devoted to an analysis of previous RJP research, a state-
mant of objectives for the present research, and an over-

view of subsequent sections,

Realigtiec Job Previews

In an excellent review of the organizational en-
try literature, Wanous (1977) reviewed six field mtudies
that were concerned with the effects of RIJP'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). 1In 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

bbbt W R LA e
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entry. The following literature review is divided accord-
ing to the timing of the realistic information; howaver,
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 job 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 precursor of attrition (Mobley, Horner,

& Hollingsworth, 1979).
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i Several plausible explanations have been offered

§ to explain the discrepancies in these f£findings. Reilly

et al. (1979) suggested that the complexity of the job was
ﬁ an important factor influencing turnover. The jobs of
gewing 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.
wWanous (1973) noted the high rate of unemployment in the
geographical labor area during his study. Farr et al.
(1973) suggested that there was no significant difference

S ol vl i

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.

3 ' 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 l). 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 independant of the self-gelection
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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-

b fusal rate among the realistic preview group. Whether or
2 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 1 (Wanous, 1973; Youngberg, 1963)

RN

measured expectations., Both found that the RJP lowered

unrealistic expectations. One way to assess the impact

g Fesmenm ST

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

pendent of the self-aselection 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

E: Table 2 gave the RJP after the applicants had accepted

| the job but before actual entry (Ilgen & Seely, 13874;

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

! job and entered the organization (Datel & Lifrak, 1969; f
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q Gomersall & Myers, 1966). Only two of these studies mea-

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

8 1974). 1lgen and Seely (1974) found a significant reduction
‘ in turnover but did not measure expectations. Illgen and

% Dugoni (Note 3) conducted the only study in whieh the RJP

;; was given after job acceptance and the discrepancies be- f
g tween initial axpectations and perceptions were measured. !
They found no support for the idea that realistic expeéta- §
tions lead to reduced attrition; however, there was a b
3{ high rate of involuntary turnover in the sample due to eco-
%j nomic conditions., No study has shown support for the con- ¥

3 cept that realistic expectations lead to reduced turnover ¥

when the self-gelection process is controlled, I

] Other Criteria and Results
As can be seen from Tables 1 and 2, one study (Ilgen
i & bugoni, Note 3) found no influence of the RJP on satis-

faction., Two studies (Gomersall & Myers, 1966; Wuanous, !

1973) reported significantly higher job satisfaction for

the RJP group. Wanous (1973) and Youngbery (1963) reported
i no significant difference in job performance. Gomersall :

,Q and Myera (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 _ 4

ﬁ
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.?\\.r‘? '




=LA DT R T 2

s

TR

1
'
3

e L e AT Perime =

T AT Y Rty e e e~ i

1l

have greater feelings of trust and honesty in the organi-
gation. In agreement with the findings of Wanous (1977),
little can be said about the effects of realism on facets

of the entry process othexr 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 (Ilgen & Seely, 1974; Macedonia, 1969;
Weitz, 1956; Youngberg, 1963). The oiher two studies
(Ilgen & Dugoni, Note 3; Reilly et al., 1979) found no sig-
nificant results for any of the criterion. 1Ilgen 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
filmwhich had been edited to include mostly the negative
aspects of basic combat training to the RJP group of
trainees. Wanous (1973) used a l5-minute color £ilm which
was based on interviews with supervisors and employees.
Datel and Lifrak (1969) reported that the £ilm was success-
ful in raising the distress level among the trainees,
Wanous (1973) found that his f£film lowered unrealistic

expectations to more realistic levels. Farr et al. (1573)

P U S S
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gave a two-hour work sample test to the realistic group.
Turnover was reduced for whites. GCGomersall and Myers
(1966) used an all-day orientation program which reduced
absaenteeism 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.
Observationz were made anywhere from several hours to one
year after the RJP was given, Five studies measured the
criterion over several points in time (Datel & Lifrak,
1969; Farr et al., 1973; Ilgen & Dugoni, Note 3; Reilly
et al., 1979; Wanous, 1973; Youngberg, 1963)., Overall,

the RJIJP studies used adequate experimental designs.

Subjects
The RJP studies reported in Tables 1 and 2 used a

wide variety of organizations including both military and
business organizationa. The sample sizes were adeguate and

both males and females were well represented in the studies.
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Summary of RIP 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
RIP on attitudes and behavior when controlling for self-
selection is not clear,

The RJP Btudies weare based upon a gimplistic¢ ex-
planation (see Figure 1, p. 7) of how RIJP'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 of met
expactations. 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 adegquately
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 formex study and an unusually

high rate of involuntary withdrawal in the later study.
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Overview

In the next section, the organizational sociali-

zation and organizational entry literatures are briefly

roviowed. The purpose of the review is to gain a better

undarstanding of the psychological 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 RIJP's on affect, inten~-

tions, and behavior of newcomers and the hypotheses sug-

gested by the model and previous literature are then

presented.

The methodoloyy used to test the model is

presented, followed by the results, an integration of the

findings, limitationsg, and implications of the study.
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ORGANIZATIONAL SOCIALIZATION, ORGANIZATIONAL ENTRY, !
- AND MET EXPECTATIONS .

T A T T e

g Overview -

In order to understand the process by which new iﬂ
mambers are successfully socialized into an organization, 1
the organizational socialization literature cannot be
ignored, Organizational socialization is:

The process by which a parson learns the
values, norms, and required behaviors
which permit him to participate as a mem-
ber of the organization. Presumably,
this process 1s continuous throughout an
individual's career with the organiza=~
tion (vVan Maanen, 1975, p. 67).

Organizational socialization and organizational

entry have been studied in near isolation from each other.

“he organizational entry literature is concerned with 3
the processes that occur before entry (outsiders), shortly i
after entry (newcomers), and as the new members gain more
experience (insiders) (Wanous, 197§). 1In his review of the
organizational entry literature from the individual's
perspective, Wanous (1977) treated organizational entry ?j
as more of an "event" than a process. He included only ;n
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
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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 both 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 Horner, 1979, for
a detailed analysis of these literatures and a detailed

rationale for the model.)

Summary of Organizational Entry
and Soclallzation Process

The conceptual model presented in Fuqure 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-

e e
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zational entry literature. Dburing the anticipatory phase,
the outsider generally develops a positive set of expecta-
tions toward the organization. In the accommodation phase,
the newcomer's assesament of organizational reality is
compared against the person's set of expectations. 1If
there ia 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 beconing an insider
in the organization. 1If 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 diacre~-
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.

|

R e - et e e
b ki X l.:‘(.ulhh\m.\::ﬁt'::hu.\z_\l‘i-hu4;s'.ﬂ AL Y i e Aradad wbdns ene ik 2

Qo e g e |




e B F e FA NN e -

“SIWMOIIN0 SDOTIVA UO IOUINTIUT ITIYS puw SucyINoMdxd Jo ssaco3d Iy JO ITIpaM -

suoYIv
-vxnop
obary

I3moona §—

W

wisroaa

DAN0SS10
wIisixaq

20
ou 30
TTeag

suoTIe
-91ARD

5L o o e i .
EA g 5 E 1 e

fulicid ot iatua st o bt LA CURS Y




1

L AT T

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 axpectations=--"what a
person expects to encounter"--and a measure of perceptions--
*what a person encounters." The concept of "met expecta-
tiona" 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 diasonance (Festingex, 1957); 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, 1In 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 disconfirmation of this belief.
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Met Expectatlons Model

In a review of the literature concerning factors
related to turnover in work situations, Porter and Steers
{(1973) concluded that the rxrole 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 possaible
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

[T TR VIR LB PRI IC1Y
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withdrawal process.
There have been few attenpts to directly test the

| hypothesis that met expectations affect satisfaction and

SV turnover., The model is clearly a simplistic explanation

of what happens from the time expectations go unmet until

3 the decision to withdraw has been made. The model does

|
little to explain the apparent 1link between met expectations,

i job satisfaction, and turnover. After evaluating the

resultys of their own RIP and reconsidering the literature,

: Ilgen and Dugoni (Note 3) concluded:

? To expect RJP's to influence job satis- ,
b faction and subseguently turnover through .
the mechanism of met expectations is
2 naive. Certainly, the conditions under
s which the met expectation effects ocour
£ are limited. One should not be hoodwinked
E into believing that perhaps RJP's can
i overcome and compensate for major defic-
iencies in the immediate job environment.
This is not to deny the value of such
RIP's; it only stresses the need to know
the conditions under which they are likely

to be useful (p. 19).

ey

e o 2

i
9 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-

3
: perimental, longitudinal survey, and cross-sectional survey

N

y
4 studies. (Sce Horner, 1979, for a detailed analysis of these
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studies.) Based on a review o fthese studies (Horner, 1979),
there appears to be limited support for the impact of met
axpectations on turnover among newcomers to a job aituation.
Generalizing across studies is difficult. Met expectations
were measured in several different ways across varying time

periods.

Summary |

All of the field studies that measured met expec-
tationa measured role outvome (EIT, performance=-outcome o

type expectations). Although both positive and negative 3

outcomes ware included, the valence attached to each out- X
come was not measured. If the individuals have some
expectationsg met but some remain unmet, the desirability

of the outcomes may determine the significance of the met/

unmet expectations. For instance, if pay expectations
were not met, tho employee may still remain because other

axpectations of desirable outcomea may have been met ovr

excoeaded,

None ot the atudies measurved initial expectations
in torms of o probability. 1t may be easier to think of
met oxpectations in terms of some level of an outceone
expected and the actual amount received. However, varying
levela of some vutcomes are possible and the individual
may attach a ditforvent combination of valences and prob=

abilities for cach level (sce Dachler & Mobley, 19713).

3 dlipiat otk vt 141 DU RAN DU, NS M YITUT Y 8 tnae?
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(See Horner, 1979, for a detailed analysis of expectancy -

measures.,)
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| MODEL AND RELATED HYPOTHESES OF THE PROCESS
BY WHICH RJP'S REDUCE TURNOVER

In this section a simplified model of the process
by which RIP's operate to influcence turnover is presented.

The model attempts to inteqrate the organizational entry, ‘

s

i organizational socialization, and met expectation litera-

tures and ldentifies several of the mechaniams by which

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

[ I s

CEY LI~ P
=

and behavioral responses toward the organization. The

Tt

model and related hypotheses are presented in two msections,

starting with the results produced by the RIP and working
back through the explanatory mechanisms to the inputs of

the RIP. 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 f

The first portion of the model is presented in é .
Figure 3. 'This section of the model is based on the re- - 5
scarch of Mobley (1977) and Mobley et at. (1978). Mohley -
(1977) suggested that there are a variety of cognitive and

behavioral processes occurring between job dissatisfaction
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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 in this study are similar

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

also excludes intention to search for another job. The

subjects in the present study were in a situation where ' #

2 active search for alternative employment was quite diffi-
cult,

In line with the research mentioned above, the

model in Figure 3 showa intention to leave (Cell 2) to be |
the most immediate precursor of turnover (Cell 1), Job '

dissatisfaction (Cell 5) produces thoughts of leaving
: (Cell 4) which lead to intention to leave (Cell 2). The

influence of thoughtas of leaving on intention to leave
is moderated by the perceived availability of acceptable
| alternatives (Cell 3}, Notice in Figure 3 that the in=-
y fuence of the RJP (Cell 12) on job satisfaction (Cell 5)

? is shown with a broken line. The mechanisms by which RJIP'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

Hypothesis 1:  Groups receilving the RIP have a

lower attrition rate than the
cantrol groups,

S . : s ot s
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Figure . Effect of RJP on the withdrawal decision.
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This hypothesis is sﬁpported by the findings of
several field studies of RJP's and turnover reviewed in
the first chapter (see Tables 1 and 2). Although turnover
is often considered to be a rather clearly observable
criterion, there are problems in operationalizing the term
(see Bluedorn, 1978; 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 amonyg terminators.

Precursors to Turnover

The next hypotheses are based on the research of
Mobley (1977) and Mobley et nl. (1978), The possible
moderating effects of alternatives will be discussed at the
individual loevel of analysis.

Hypothesis 2: Groups receiving the RJIP report
lower intention to gquit than the
control groups.

Hypothesis 3: Groups receiving the RIP report
fower 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

e AL TE

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.

B

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

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. 1Ilgen and Dugoni (Note 3) gave the

Qﬁ ‘ 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

b and involvement in a particular organization (Porter et

al. 1974).

{ None of the RJP studies measured organizational

commitiment, The organizational socialization literature

R ’ identified commitment as an important outcome of the soci-

9 : alization process (sve Feldman, 1976). A cross=-sectional

A . study (Buchanan, 1974) found organizational commitment to

be related to reality shock and expectations realization

St Bk it i b AT 2 ALY 3 d e UETA,
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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 RIP. It may also be that individuals who have
their expectations met as they progress through an g
organization are more likely to he committed to that !

organization.

,f
j
)
{

Hypothesis 5: The RJP group is nmore committed ?
to the organization than the ,
i

|

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 1l1).

Ambiguity Reduction/Modeling

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

Leader and organizational role expectations were clarified.
Graen (1977) discussed the importance of role ambiquity

and leadership expectations in assimilating new members
into organizations., Graen et al. (1973) called for new
role sending mechanisms to let 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 gmployees 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 greups.

Bandura (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 certsain tasks. The RJP used in the present gtudy 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

£ oy
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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. Bandura (1977) suggested that: “Seeing others
perform threatening activities without aversive consequances
can generate expectations in observers that they too will
improva if they intensify and persist in their efforts"

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

lead to a serviceable coping akill that would enhance ef-
ficacy expectations and lead to improved ability to cope

a) with stressful situations. Newcomers entering organiza-

b} 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
b ‘ in their job. This measure deals with the direct aetion
coping mode as compared to the imtraphyeic 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-

f 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

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

U 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-
cess (Feldman, 1976). The next two hypotheses were based
on the above discussion.
Hypothesis 7: Groups receiving the RJP report
greater effjicacy expoectations
then the control groups.
Hypothesis 8: 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 RIP'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 RJIP'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 (Parkingten & Schneider, Note
6). Vvidacek 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 Finkelman & 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 Locke, 1978).
Based on this discussion, the following hypothasis seems

to be warranted.

Hypothesis 9: 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 tc reduced
propensity to withdraw is through their effect on values
(Cell 10). Locke (1977) suggested that expectations could
affect the operationof individuals' values or wants, He
suggested that an event which is highly valued and expected
but does not occur, may be more disvalued than if it

had not been expected in the first place, This is due to

the heightened contrast betwean 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 RJIP experience

a greater change in their values
than the control greoups.

Trust and Honesty
Feelings of trust and honesty (Cell 1ll) have been

suggested as a possible mechanism whereby RJP's lead to
reducad@prop;nsity to withdraw. Wanous (1977) suggested
that ;egl%sﬁibefore joining the organization offers the
appliéanéf§ greater degree of freedom in organizational
choice, fgi;o, 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. 1Ilgen 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 slighted be-
cause the RJP was 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 1l1: Groups receiving the RJP have

greater feelings of trust and
honesty toward the organization.

Individual lLevel of Analysis

Met Expectations
Met expectations were previously defined as "“the

discrepancy betwesn 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 dimcussed 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 expecttions," 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-

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

Ips wo aan ol

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

E‘ 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

i negative experiences. In other words, the direction of

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

8 important dimension of met expectation. The direction of
the discrepancy from expectations and experiences are re-~
ferred to as values (Cell 10) in Pigure 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.
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: trino, 1972). Wanous (1978) suggested that micro (job) yﬁ ;
@é and macro (organizational) met expectations should be con- ? ﬁ
@[ : sidered separately whaen studying RJP's. iy
% In order to assess the importance of the various i
En dimensicons of met expectations,'cigﬁt expectations sets ?g
&f ' were computed. The first set included the absolute magni- ?%
?‘ | tude of the discrepancy between expactations and percep- ﬁ%
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?2 been exceeded to cancel out those outcome; which fell ; 'ﬁ
? short of expectations. Nexﬁ the discrepancies ware allowed }i f
E; to take on a signed magnitude that permitted positive ;é E
f (more) and negative (less) to cancel out when the discre- 5} f
% pancies were summed, The third expectation set included !.1 E
é only those outcomes that were less than expected and the : }13 %
{' fourth included only those that were exceaeded for each in- .-@ f
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were tested with correlational analyses for each of the
axpectation 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 commentes
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 151 Met expectations are directly
related to job satisfaction.

Hypothesis 16: Met expectations are directly

related to organizational com-
mitment.

Relationship of Met Expectations
O Other Mechanisms

From the model shown in Figure 4, met axpectations
were connected with ability to cope and performance (Cell 9),
values (Cell 10), and trust and honesty (Cell 1ll). The
discussion relevant to these hypothesis was presented at
the group level and will not be repeated here. The inter-
action of met axpectations and values was tested by weight~-
ing the met expectation sets (as previously described) by

the desirability of each outcome.
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Hypothesis 17: Met expectations are directly
related to ability to cope.

Hypothesis 18: Met expectationa 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
AccqgtASie 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.

Hypothesis 21: The probability of finding an
acceptable alternative moderates
the influece of thoughts of quit-
ting on intention to quit.
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Simplified RJP-Turnover
Eecﬁan!lm- Model

The complete model upon which the preceding

hypotheses were based is presented in Figure 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
aryow connecting these culle indicates the possible inter-
action betweon these variables. Entry expectations are
actually a form of individual differences. The direct
congequencea of the RIP were predicted to be enhanced mat
expectations (Cell 6), a change in values (Cell 10), an
increase in feelings of trust and honeaty toward the organi-
zation (Cell 11), and a reduction in job ambiguity (Cell 9)
through the process of realistic information and modeling.
Ambiguity reduction and modeling were predicted to lead to
greator efficacy expectations (Cell 8) which were hypo-
thesized to producc improved performance and ability to
cope (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,

Mot expectations were discussed at the individual

level. Magnitude and direction were included in each
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individual's expectation set. Mircro and macro outcomes
were suggested as a further refinement of the expectation
‘gets. It was suggested that each set should be weighted
by the value or desirability attached to each outcome,

Met expectations were hypotheaized 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). 1In the next

|
b

section, the methodology used to test the model in Figure T'
|

5 is presented,
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METHOD

Setting and Participants

This study was conducted at the Marine Corps
Recruit Depot (MCRD) at Parris Island, South Caroclina..
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 £ilms
in the present study were shown in c¢lassrooms. The
guestionnaires were administered 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 f£xom the organization due to fraudulent
or erronecus 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 expesriment-~with the exception mentioned
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above--until 12 platoons had been filled.

The usual MCRD assignment to platoont is based
upon arrival times. Recruits arrive at Parris Ialand 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 time.

The first few days at the depot are spent process-
ing the new recruita. Once the platoon has been processed
and filled, it is delivered to the Drill Instructors
(DI's). The DI's give basic instruction to the new re-
Icruita 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 seriea is assigned

to one of three training batallions., At the time of the
study, the training period lasted 1l 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.

A
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Treatment

1. The 80-minute color video RJP film was produced
by the Training and Support Center (TSC) at Parris Island
fg in close cooperation with the Center for Management and
Organizational Research, College of Business Administra-

' tion, University of South Carolina (USC). Content for
fg- the RJP film and many of the questions included in the

\? measures were based on observations of the training by the

Dl gt L TTE .

USC research team and on extensive interviews with recruits, ?

DIl's, and other Marine Corps personnel.

g% 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

i guaranteed confidentiality.
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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

S e L SRR T A T

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 i
procedure was followed in interviewing DI's.

Interviews were conducted with poor, average, and o
good performers. Some who had dropped out were also in- f o
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 bviy schedules did not permit the researchers
to pick the ones to be interviewed.

The RIP £film was based primarily on information .
galned 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 at

Parris Island, The first few days of processing was shown.
The participants in the study had already experienced

most 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 f£ilm included many of the Adutails

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 modals chosan for the film were not pre-

selected for voice or appearance. Most of the scenes

were shot as the recruits were actually undergoing the
training. The good as well as the average and poor per-
formers were depicted in the film. The idea was to show
each racruit a successful role model with which to identifty,
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 ‘

fﬁ The experimental design (see Figure 6) called

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

cebo, or control group. This design was replicated for

1 each of the three training battalions. :
d The first questionnaire (01) was administered to -
the firast three platoons of each series on the morning of |
X thelr 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 instructiona which are shown in
Appendis 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 clasaroom building.

Mot AL e BV e et e SN
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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 clasarooms. The rooms contained

clogsed circuit color TV monitors. The groups were read
an introduction by the researcher. The treatment group
saw the 80-minute 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 werc 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 guestionnaire (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.




54

After three weeks of training, all platoons were
administered the third questionnaire (03). This guestion~
naire was similar to the previous queationnaires except
the recruits were directed to answer in terms of what
training is like now. During the last week of training,
the fourth questionnaire (o‘) was administered to each
group. This questicanaire was identical to 03.

An attemut was made to administer an attrition
questionnaire (OA) measure to each recruit who was dropped
from training. The questionnaire for the separations was
similar to the O, and O, measures except it included a
section on reasons for terminating. This survey was ad-

ministered by the Marine Corps staff.

Sub-analysis

The design, as shown in Figure 6, was not able to
control for the interaction between the pretest and the
treatment. No group saw the RJP film without taking the
01 measure. To overcome this deficiency, a sub-analysis
was conductad. A group of 72 male enlistess 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

.
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| and the odd ending social security numbers to the other
; group. The groups were kept separate th;oughout the day
of the experiment.

One group (n = 37) took the 0, Mmeasure. 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 ﬁ
: not relate to the organization., Both groups saw the RJP i
| film at the same time. That afternocon, both received E

the o2 measure. The same procedures were tollowed for y

these groups as were followed in the major experiment,

The results of the mini-experiment are reported in the I
next section. ' ‘f
i
{
|

Measures
; Measures of turnover and demographic variables o

were obtained from the Recruit Accessions Management System

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

formance measures were o¢obtained from the personnel folders

of each recruit. The attitudinal data were obtained from

=

questionnaires. All questionnaire items were based on a

e

five point Likert type scale (Horner, 1979), The

rusponses were recorded by the reuspondents on computer score
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v 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

ey

tense was used in the directions and in the questions for : b
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certain items.

i Criteria Measures 4

‘. Turnover. The data on turnover were obtained from
T 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 i
in the present study. All other newcomers who were ac=
cepted by the organization and withdrew for any reason
i f ‘ were considered as separations., "Voluntary" turnover was y
- measured with a self-report item in the separation survey .

- (see Horner, 1979). I

. Intentions. Intentions to leave the organization

-2

=N

i before finishing training were assessed, This question

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

) Thoughts of leaving. Thoughts of leaving the .8

organization prior to completing first term enlistment were

measured by a single item based on the Mobley et al. (Note _
5) study. '




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 maasured

by the Minnesota Satisfaction Quastionnaire (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
RJIP studies used this same scale (Ilgen & Dugoni, Note 3;
Wanous, 1973).

Organizational commitment. Organizational com-

mitment was measured by the Organizational Commitment
Questiornaire (Porter, Steers, & Mowday, 1974). This 15-
item questiornaire contains responses on a 7=point Likert
scale. The responses were reduced to five in the present
study. The reliability and validity of the commitment
scale have been thoroughly investigated (Mowday, Steers,

& Porter, 1978). Seo Hornor, 1979, for actual measures,)

St o ettt

The mechanisms or process by which the RIP and met
expectations were predicted to lead to certain outcomes

were obtained from the following items.
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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 recruits recycled was the second measure of performance.
Recruits who do not perform up to standard are recycled,

Ambiguity. 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

intorviews with recruits and their leaders., The items
included were the ones most freogquently described as being
difticult for reeruits to handle. Etftficacy expectations
wore measured by asking newcomers how well thoy expected
to handle these difficult job situations

Ability to cope. On the second form of the gques-

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 the extent to which the recruits felt the organi-
zation was honest in its dealings with and cared what

happens to its employeey,
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. OQutcome expectations. The items included in the

; measurement of expected and perceived cutcomes were based
¥

on the findings of a previous study of the same organiza-
tion (Mobley et al., Note 5). There were 1l micro (job)

related questions and 6 macro (organizational) items.

: OQutcome desirabilities. The extent to which each

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

f also measured.
i
¢

Expected job difficulty. Expectations regarding

i the difficulty of certain events and outcome assoclated

;- with recruit training assessed., These items were iden-

g tified from interviews with recruits and DI's,

# Expected leadership style. Met expectations re-

3 garding leadership style were measured by the Leader Be=

5‘ havior Description Questionnaire (LBDQ) (Stogdill & Coons,
;‘ 1957). This scale measures two dimensions of leadership

;A style. Leader consideration is the extent to which leader-
follower relations are characterized by mutual trust,

4 respect, and consideration. 1Initiating structure is the

4 extent to which the leader defines the goals and roles for
subordinates, is active in planning, scheduling, and

criticizing. 1In the present study the scale items were

arranged in order by the type of response being requested.
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i This was done to make the scale easier and quicker to read.
P - Co-workers. Expectations and perceptions of socio-
b metric attraction and proficiency of co-workers or group
b members were measured. These measures were based on the
E study conducted by Mobley et al. (Note 5). Attraction i

. referred to the attractiveness of the group for its mem=-

bers., Proficiency was the evaluation of confidence in ¢

y group performance.

. .
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RESULTS AND DISCUSSION

P ——

This chapter is divided into: a discussion of the
generalizability of the experimental sample, evaluation

of scale reliabilities, presentation of results concerning

e e A e e v o 1. e

the possible interaction of testing with the treatment, LW
discussion of the results concerning the manipulation S
check, discussion of the results of each hypothesis, and a e

discussion concerning the moderating effects of individual " o

differences. The latter was empirically investigated . \?

without apriori hypotheses due to the paucity of research ' fp”

concerning the possible relations between the individual

moderators and the variables of interest,
; It should be noted from the start that the sample E;
sizes for the analyses vary. Recall trom the experimental ;5
k! design (Figure 6) that not all groups took all question«
| naires. Consistency checks involving repetition of the f*

4 same or similar guestions were used. Questirnnaires not

meeting an apriori, acceptable consistency level were ‘f
omitted from the analyses. Failure to take a certain
gquestionnaire due to attrition, absenteeiam, or refusal to 4

take the voluntary surveys, also affected the sample size,

*

I o o v e iy [ . .
) 3 ) ' ey
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In general, 70 percent of the sample to be surveyed re-

R turned usable questionnaires for each survey administration. P
i ‘
}f Experimental Sample ;j
% The representativeness of the experimental sample ; %
Ji was assessed by comparing the sample to the total number ;iﬁ
ﬁ of male enlisted recruits who entered Parris Island during ?'@
ﬁf the later part of 1977 through mid-1978. Age, race, years :f%
4? of education, graduation from high school, and acores on ?fi
{% the Armed Forces Qualification Test (AFQT) were employed }\%
”i? to compare the sample to the population. . g
:&:; As shown in Table 4, no significant differences ‘ ? }
:ﬁ ' were found for age, race, or AFQT. However, the experimen=-

°i tal sample had significantly fewer years of education

'g : (11.33) than the population (11.65)., The experimental

.% ' sample also had significantly fewer high school graduates

i_ (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

l N
-;@r had lower education levels than at other times of the year.

1
i
!
I
1
i
i
i
1
!
¢

April was chosen due to the relati§e1y small number of new
arrivala, This ensured that the experiment would not delay

the start of training for the experimental groups.
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Since assignment to groups was not a purely random
process, groups in each of the experimental conditions were
compared on the same variables mentioned above. As shown
in Table 3, 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 the internalconsistency of each scale. This meas-
ure assumes that the iltems 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 third surveys, glver. 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 ;
Ei Survey ‘E
%} Scale 1 2 3 4
)
i
fﬁ Job ambiguity +52 .59 .69 .64
%é Organizational commitment . 84 .88 .87 .88
Leader consideration 72 .72 .80 .79
'%' Leader structure .79 .78 .79 .86
@V Extrinsic satisfaction .80 .79 .81 .83
Intrinsic satisfaction .78 .81 .82 .89

%; General satisfaction .89 +89 .91 «93

@2 Self-esteem .74 - .78 -—

i Need for clarity W92 - .95 -

ﬂ Feelings of trust and honesty 51 .64 .75 .78

%' ' Organizational outcome expectations .66 00 .72 .72

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

%‘ Organizational outcome desirabilities .75 ,71 .79 .84

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

ﬂé Efficacy expectations .88 .91 - -

;& Ability to cope - --  .B6 .89

J
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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). 1In 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 measured by the
posttest., Recall that one group took the pretest, while
one ygroup 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
on any of the 18 variables. Hotelling's !2 {(Hotelling,
1932) was used to determine if the two vectors of means
werc significantly different (see Bolch & Haung, 1974,
for a discussion of 22). There was no statistically
significant difference between the two vectors of means.
There was no indication that reactivity was a problem in

the present study.
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Table ?
¥ k Nini-Experiment Results: Precest NP Interaction
b 1
" ¥ .
G b
A
oo Variables oroup® N n° 1) 4
n v -
A
"“ Ul T
g } Job outcome desirabilities a 32 43,16 ) -0, 44 e
ﬁ 2\' b )? 4.5 3.9
[ Al
I k Organizational autcome desirabilities a 38 26,54 2.07 0.17
o b 37 .4 2,63
s Jab outcome ewpectations a 38 .02 178 0,86 :
(\_4 ’vl; b 37 9.2¢ 1.8 . K
i Oryanizational outcome expectations a 38 3.98 0.70 0,02 1
L b 1 3.98 0.70 |
Expected difficulty . % 3.9 7.70 -0.94 ;
Lo b i 45,00 6.70 i
S Ifticacy expectations a 3 3.58 0,68 0.3¢ N
1, . b F L) J. N 0.6) h
e A
. Sociometric attraution a by N 0.6 =0.04 R
3 b 3 IR 0.%) X
v ¢ Sociometric proficiency . » 1,93 0.52 0,59 i
PR b 10 0.3 ;
- Lesder structurs N 17 65,27 9.01 0.1 E
; b 38 6.4 9.90 }
3 Loadar consideration a b1 ] .2 10,14 =0,40 :
N \ b 38 44,11 [ F%-}] . i
, General satisfaction . " 70,49 12,5 <0.59 i
o b 3 .94 b9 b
X . Lxtrinaic sacinfaction . 3? 23.32 €21 «0,03 . (
5 b 3 23,37 3.4 i
4 Intrinsic secinfartion A » 47,16 (¥} ~0.,08 :
b 38 40,47 $.61 A
L Yob ambiquity a i 1.4 0.72 0,31 -
% b I 3.9 0.64 :
4 Organisational commitment . 37 3,70 0.87 0.58
i b n .r0 0.68
4 Trust and honeaty [ 37 J.e0 0.87 =0.6"
. b 18 3.a 0.9)
b Intentions to quit M 7 1,38 0.72 0,24
i b 18 WY 0.59 .
. Thoughts of quitting . » .27 1.17 0.1
o b 38 .21 1,00
. Note. Hotelling 1% = 135.048, n.a. (soe Dixon, 1978),
{ : “preteast, posttest group. h
R : Paoyus pretust, RIP group,
i ' °ueans on posttant,
(' I3
s °g test = all n.e. at .03, two-talled test.
|
S
Y
|
.
|
.
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o
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Manipulation Check

The purpose of the RIJP 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 group, 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-posttest control group design or an
extension of it is used, Huck and Mcliean (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 cone- ‘
comitant variable. The posttest score is then regressed

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

to identify the tontrol and treatment groups (see Kerlinger

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

In the present atudy three analyses of covarlance
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 posttest and group code on the pretest (Equation l).
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\ 0 = 0 + Group

(1)
4y Yy

- where: 0,
- i
I 0, = expectations of outcome i in time 2
i 5 i

B Group: treatment = ], placebo = 0

= pxpectations of outcome 1 in time 1

if This equation amounted to testing if there was a difference
}; in expectations between the treatmant and placebo groups

i while contrelling for any initial differences. It was

; anticipated that the treatment groups would report a dif-
B ference in expectations after seeing the RJP.
{ﬁ The second analysis of covarlance was similar to
4 the first except the second posttest, administered one
X
: month after the first, was used in place of the first )
;E : posttest score (Equation 2). .
. 0, = 0, + Group (2)
EV where: O3 = perceptions of outcome i in time 3
'ﬁ i
1
R O1 = expectations of outcome 1 in time 1
¥ i
!.
,{ Group: treatment = 1, controls = 0
i
s
q This analysis measured the difference in perceptions between
$ the treatment, the placebo, and firat control groups while
f& controlling for initial differences in entering expectations,
k-
B
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The third analyses of covarilance was used to detor-
mine 1f there was a difference between the treatment and
placebo groups with respect to the discrepancy between ex-
pectations in time two~~after the RIP--and perceptions as
measured one month later in time three, while controlling
for possible initial differences on entering expectations

(Equation 1),

|

}

<QW -Q, ) = 01 + Group (3) !

o i ‘.i . .i. J

: {

where: Q3 = perceptions of outcome 1 at time 3 %
i |

Q, = expectations of outcome i at time 2 ;

i ;

Ql w oxXpecotationg of outcome 1 at time 1 !

i .
Group: treatment = 1, controls = 0 ‘

1f the RIP was successful in creating more reallstic oxe-
pectations for the treatment group, the discropancy betwoeon
times two and three for the treatment group should bwe
smaller than this discrepancy for the placebo group,

For each of the three equations, the increasce in
the R2 produced by the addition of the group variable in
the equation wan tested in the manner described by Kor-
linger and Pedhazur (1977, pp. 159=-160). A significant in-

crease in the amount of variance explained attribatani.

to the qroup variable indicated the eftect due to treatment,
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Results of the Manipulation Check

The results of the test for the creation of real-

istic expectations are prrsented in Table 8. None of the

32 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 basesd 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

tncluded because the newcomers had already been briefed
on some of these factors. Met expectations were
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: Table 8
I « NE
o Manipulation Check: Analyses o
o of Covariance : %
a Beta® R F© -
vVariable Equation Group Change df Change ;
Job outcome 1 .0126  .0002 189  0.043 ;o
cxpectations 2 .0080 .0001 260 0.008 C
3 -.0132 .0002  leb 0.030 :
B}
Job 1 ~.0028 .0000 187 0.004
difficulty 2 .0084 L0000 274 0.026
3 -,0304 L0009 167 0.176
Task 1 .,0204  .0004 193  0.233
difficulty 2 0344 L0012 239 0.346 .
3 .0484 .0023 239 0.699 &
L Leader 1 .1046  .0109 171  2.772 ol
T structure 2 ~,0373 .0014 251 0.453 g
f 3 .0876 .0077 140 1.097 §
] ) W
LoE ' PN
o Leader 1 0483 .0023 171  0.648 P
. consideration 2 .0624 L0039 246 1.103 L
. 3 .0550 .0030 143 0.439 é Iy
o ol
o Sociometric 1 .0580 .0033 191 0.868 b
b attraction 2 .0187 0034 274 0.099 A
v 3 .0246 L0006 172 0.105% \ f
b o
L Sociometric 1 -,0008 .,0000 196 0.000 i
b proficiency 2 0181 L0003 281 0.096 ﬁ
- 3 1152 0125 181 2,340 Iy
oy
) Organizational 1 0416 .0017 193  0.556 |
v . outcome 2 0375 L0014 275 0.478 )
b expectations 3 -.0180 L0003 172 2,145 A
- 0
; g a 9
- (1) Q, = Q, + Group !
\ ’t i i ’
: ¥ (2) Q3 = Ql + Gl'oup ,’
, i i :
i (3)(0Ji - 02') = Q1 + Group. :
. . i i
k. ’ hGroup codes: treatment = 1, controls = 0.

E “All n.s. at 05,
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Table 9

Additional Statistics

Time 1 Time 2 b

Entry Post entry Time 3 or 4

Expectations Expectations Perceptions

Variable Groupa M SD M gD M sD
Micro 1 8.85 1.39 8.87 1.40 8.74 1,36
outcomes 2 8.89 1.14 8.74 1.25 8.66 1.16
3 9.03 l.16 - - 8,87 1.04

Job 1 27.91 5.08 27.94 5.70 28,33 5.08
dirficulty 2 26.71 4.49 206,85 4.87 27,489 1.23
3 20.54 4.38 - - 27,33 5,00

Task 1 11.03 2,30 11,24 2,19 11.35 2.16
difficulty 2 10,74 1.75 10.04 1.94 10.80 2,48
3 10,90 2.07 - - 11.30 2,58

Leader 1l 40.32 8,52 41,91 7.91 47.32 9.91
consideration 2 40.05 8,22 38.63 8§.75 44.12 9.61
3 39.14 8.89 - - 47.03 10.35

Leader 1 65.50 6.42 64.08 7.43 63.59 7.37
structure 2 66.02 6.55 64.38 7.54 63.17 B.21
3 65.66 6.88 - - 65,39 VL 70

Sociometric 1 3.81 0.56 3.66 0.53 3.51 0.62
attraction 2 3.62 0.55 3.49 0.62 3.36 0,60
3 3.67 0.57 - — J.a» A P

Saociometric 1 3.89 0.61 3.7 0.64 3.58 0.70
proficiency b] 3.48 0.62 3.51 0.66 3.28 0.73
3 3.61 0.68 - - 3.59 V.60

Macro 1 3.93 0.69 3.87 0.77 3.98 0 72
outcomes 2 3.99 0.58 3.75 ' 0.72 3.93 0.73
3 4.02 0.66 - - 4,07 0.64

Note: n varies from 82 to 100.
aTreatment = 1, placebo = 2, control I = 3.

bporceptions of certain events that

measured just prior to araduation.

*2 < oOS-
**p o< 01,

occurred late in training were
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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 RJP lowered expecta=
tions. However, neither found a significant impact on
turnover. Youngberg (1963) found that none who recelved
the RJP were in the low realism group, and he did find

significantly lower turnover in the RJP group.

iz ottt ab o R i R




76

Hypotheses and Results

Hypothesis 1: Turnover

E; The first hypothesis stated that the RIP 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%

RS R

for the control groups. Although in the right direction, |

SIS, o St D

the results did not reach an acceptable level of statis~-

] tical significance, x° (1) = 1.88, p < .17. This finding
was comparable to that of Wanous (1973) who found the b
reduction in attrition in his study to be .10 ¢ p < .20,
In Table 11 the turnover rates for each group are | «j
presented. Note the lowest attrition rate (10,3%) was in
the RJIP 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-
ion x2 (2) = 7.62, p ¢ .02. Battalion B had significantly

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

* € (l2.8%). This result was expected since, traditionally,
rates of turnover among the training battalions differed.

It can be secn 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

Accessions

Separations

Treatment controls

Total

156 429

18 75
(10.3%) (14.94%)

585

93
(13.7%)

Total

174 504

678

8corrected x2 (1) = 1,88, p < .17, ¢ = .06.
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i Table 12

Three-Month Attrition by Battalion® :

T e

Battalions

3 A B c Total
: Accessions 155 226 204 585

A Separations 37 26 30 93
o (19, 3%) (10, 38) (12.8%) (13.7%)

- Total 192 252 234 678

axz (2) = 7.62, p < .02, Cramer's V = ,ll.
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of attrition within their battalion. Note this difference
was small in battalion A, It also 1s clear from this table
that the greatest difference in attrition among the treat-

An attempt was made to determine 1f 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 1..gular 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 $DI'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
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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 RIJP. 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 had a
greater influence on volutary turnover (Reilly et‘al., 19;9).
Also, turnovar among certain types of recruits may Se de«
sirable from the organization's viewpoint. vOiuntary
turnover was measured via a self-report item on the attri-
tion 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 sample
size, voluntary attrition was compared across the combined
treatment versus control groups. There was no significant
difference between groups, 12 (1) = 1.567, p < .21. How-

ever, there was a voluntary attrition rate of only 3.3% in
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Table 14
Three-Month Voluntary Attrition®

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.

Bcorrected x° (1) = 1.567, n.s., ¢ = .06,
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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 RIP 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 rastricted 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 analyse¢s 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
were not significant, x2 (3) = 6,07, p < .11. 1In 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

to 23.8% for the contorl groups, xz (1) = 5,51, p « .02,
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Table 15

Six-Month Turnover by Groups

Treatment Placebo Control I Control II Total

Accessions 148 133 127 124 532 i

T

Separations 26 41 39 40 146
(21,5%)

(14.9%) (23.6%) (23.5%) (24.4%)

Total 174 174 166 164 678

a0 x2 (3) = 6.07, p < .11

[ =SS S e
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i Table 16

Six~Month Turnover: Treatment va, Controls
’ Treatment Controls Total :
b .
v
% Accesaions 148 384 532 E
5. -
b Separations 26 120 146 K
E (14.9%) (23.8%) (21.5%) B
S e - -
). Total 174 504 6748
> T I .
1 Corrected x~ (1) = 5.51, p « .02,
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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 (l963) found weak support, t (404) =
1.48, p = .10 for three-month survival and t (404) = 2,94,
p ¢ .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 < .0l. 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

lovel 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
gsince 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).
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Table 17

One=Year Turnover by Groups

[ VU DR U T

i

i Treatment DPlacebo Control 1
- .
Accessions 135 126 105

Separations 39 48 61
; (22.4%) (27.6%) (36.7%)

e

Control 11
106

58
(35.4%)

Total
472

206
(30.4%)

T

Total 174 174 l66

;i

164

678

Al

x* (3) = 10.97, p < .01
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Table 18 3

Turnover: Treatment va. Controls ‘

Troatment controls Total % 5

. Acconaions 13% 337 472 % N

L

P Separations 39 167 200 ‘ o)

" (22.4W%) (33.1w) (30.4%) .

| L

r‘! x; W~ S - - - — - O R TR TTY e TRFTTRTTRE ¥ ; "
f Total 174 504 678

Corrected 7 (1) = 6.%3, p « .01

|
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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 §:
Procursors to ‘'urnover

Hypotheses 2 through 5 stated, respectively, that
the RJIP 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:

04 = Q3i + Group

i

b Lt e

SRR W TRTRSHAN, RVIGALN SRR

ORI YN TTRORS SR R I (O
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whero: Q4 = perceptions of variable i1 at time four
i

e, = perceptions of variable i at time three
i

Group: treatment = }; controls = 0

Just as in the previous equations, the differonce over time
due to treatment was assessed by the 52 change formula
(Kerlinger & Pedhazur, 1973).

As shown in Table 19, the analyses of covariance
showed no statistically significant 52 increase due to
treatment for any of these hypotheses. An ANOVA was cal-
culated for each variable., There were no atatistically
significant differences in the expected direction for any
of the variables. It is clear from these results that the
RIP had no significant influence on the precursors to

turnover,

As mentioned earlier, Wanous (1973) raeported similar

significance levels with respect to attrition as the pres~
ent study. He also found the RIP group had significantly
fewer thoughts of quitting. The present study did not
support this finding. Wanous (1973) alse found significant
increases in job satisfaction for the RJIP group. The pros-
ent results are consistent with the statistically non-
significant finding of 1lgon and Dugoni (Note 3) with
respect to job satisfaction.

Since the Wanous (1973) study gave the RIP prior

to job acceptance and the Tlgen and Dugoni (Note 3) and

i

N PSRN NPT T

WP

vt
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Table 19

Analyses of Covariance: Hypotheses Two
Through Five

Hypoth=- Groupb R2

es¢s Variable Equaciona Beta Change Change

-.0908 .0082 1,893

2. Intention L0774 ., 0059 1.551

\ to quit .0566  ,0032 0.597
1

* L0326 L0011 0.040

H 3. Thoughts of .0035 .0000 U.000

| quitting -.0010 +0010 0.000

1 L0561  ,0032 1,089

i -.0399  .0016 0.572

1 4a. General -,0886 0077 2,687

P Satisfaction .0617  .0038  0.554

.0213 L0005 0.155

L0351 0012 0.439

i 4b. Extrinsic -.0931 .0086 2,812

-,0818 .0069 1,148 :
0078 .0001 0.019 .
-.0264 .0007 0.229
-. 0617 .0037 1,230
. 0600 0036 0.599
0316 0010 0,332
0118 0001 0.05¢
-:0580 00034 1-077
0322 .0010 0.162
~-,0191 ,0004 0.118

satisgfaction

4c. Intrinsic
satiafaction

5. Organizational
commitment

W N HE WIS D WA & WD WR & LN -~

Note. Pretest by group interactions ware not significant,
df vary from 170 to 257.

4 in = 011 + Group
(2) Q3i - Q11 + Group
(3) (031 - 021) e Qli + Group
(4) Q4 = Q5 + Group.
“oTh

bGroup coden: treatment = 1, controls ~ 0,

A1l n.s. at .05,
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the present study gave the RJP after acceptance, it may
be that the self-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.

Hypothesis 6: Job Ambiguity

The sixth hypothesis stated that the RJP group
should expect less job ambiguity than the control groups.
Expected job ambiguity was measured by surveys three and
four. As shown in Table 20, there was a significant
group effect, The RJIF group expected sigunificantly,

F (1,194) = 4.209, p < .05, less job ambiguity after sec-
ing the film than the control groups when controlling for
initial expected ambiguity.

The ANOVA for each group across all four time
periods is presented in Horner (1979). Although
none of the ANOVA's were significant, the RJIP qroup ro-
portod lower expected ambiguity after seving the film and
roported the lowest perceived job ambiguity one month after
entry than any of the otheyr groups.

Although the manipulation check failed to show
that the RJP altered expectations, this reduction of job

ambiguity showed that the RIP did have a desirable impact

on the participants. One underlying theme of the

¢
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Table 20

Analysea of Covariance:

Job

Ambiguity

Equation

Group
Buta

RS
Change

df

Change

i 1
2
i
4

-.1238
-,0088
~,0565
~. 0835

.0153
+0001
«0032
«0069

194
257
178
257

4.209+
0.023
0,583
2,192

Yaroup codes:
<05,

treatmen. =« 1, placebo = 0.




!F"“‘”"‘MMMW .
” e

organizational socialization literature as reviewed by
Van Maanen (1976), the organizational entry literature as
reviewed by Wanous (1978), and the literature on role
making (Graen, 1976; Graen & Ginsburgh, 1977; Graen &
Orris, 1973) was the importance of job clarity in the suc-

cessful assimilation of new members into organizations.

Hypothesis 7: FEfficacy Bxpectations

According to the seventh hypothesis, the RIP 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 1 was used to measure the difference in ef-
ficacy expectations due to the RIP, The rvesults of the
analyses of covariance are presented in Table 21 for both
officacy expoectations of the events experienced through
training and the special events not uvncountered until later
in training.

The rosults of these analyses were not statistically
significant. 'The negative sign for the betas (=0292 for
Equation 1 and -0214 for Eguation 2) indicate that the RJP
group declined in cfficacy expectations after viewing the film.

Whenh congidered with hypothesis six and sgeven,

the negative betas are inconsistent with the modeling
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literature (Bandura, 1977). However, in the present study,
efficacy expectations were measured shortly after seeing
. the RIP film., Recruits with unrealistic expectations as
g to the difficulty of the training, may have suffered a

‘ decrease in confidence. However, after they successfully
Lo handled somo of the stressful situations, their efficacy

expectations may have been enhanced. The innoculation

5 ’ (McGuire, 1964) may have produced a temporary reduction

in efficacy oxpectations, but this doseo of realism may

e

N have caused efficacy expectations to incrcase when faced

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

post hoc explanation.

Hypothesis B: 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{ of cach table shows the data for each group.

The lower half contains the comparison af the treatment to

all control groups.

1 } .
. S iy s g , TP AT T I T
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Tabloe 22

Analyses of Variance: Ability to Cope

With Difficult Aspects of

Training One Month After Entry

e

Group N M Ms®

o
jo]

af

Treatment 67 3.846 0.53) J.8d¢
Placebo L1} 3,764 0.481 (0.3124)
Control 1 7 3.747 0.590

Control II 68 J.68) 0.607

nnnnnnnn WS T U G W WA VE B0 e WE o b Wt 6 VIR SR W U s W T N WS TR U G M TG M WD U A e

Treatmont 67 1.846 0.%31 0.6791
Controls 194 3.729 0.566 (0.3109)

M

-

k] 0.

257

970

YWithin aroups M8 in parenthomen.
bAll N, at (05,

.‘.....\.“-_-: . \"',’_" :\‘,.\\ n.b*a{?MMMMMﬂWWMﬂaiilww‘».iﬁ\\'.'r\ YO R T T %
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Table 23

Analyses of variance: How Well Coped with
Difficult Aapects of Training as Reported
Just Prior to Graduation

e SEEE AT TR

O — e ok
-

Group N M sD Ms® daf F

- Treatment 67  4.085 0,603 0,563l 3 1.488
- Placebo 5¢ 4,000 0,629  (0.3785) 249

4 %" Control T 68  3.915  0.600

b Control I1 64  3.877  0.632

o Treatment 67  4.085  0.603 1.2315 1 3,264
Controls 186 3,927  0.603  (0.3773) 251

qwithin groups MS in parenthese¢s.
tp < ,07,

+ it = = ——n

[ :

i *

2

i |t
i} b
b
P )}‘
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As shown in Table 22, one month after entry, the
RJP group reported that they wera better able to cope with
these events or situationa, Although in right dircctions
the difforences were not statistically significant,

F (1,259) = 2,184, n.8, Prior to graduation, the RJP group
again reported that they were better able to cope with those
difficult aspects of training (see Table 23), but the dif-
ference was not statistically significant, F (1,251) = 3,264,
p < .07,

Cortain events that were not experienced until
after the third survey were measurcd by the final survey.
An ANOVA was run on the groups' ability to cope with theso
events (see Table 24). This analysis sBhowed no significant
differences. However, the RIP group did report greatoer
ability to cope than any of the three control groups,

Ilgen and Dugoni (Note 3) found no support for the
impact of the RIP on coping in their gtudy. Although the
RIP in the present study was designed to teach newcomors
how to deal with difficult aspects of training, it may
not have done cnough to aid the newcomers in dealing with
the difficult situations., Although in the right direction,
the melf-reported ability to dral with these difficult

ovants was not statistically different between groups.

il it d e BN L T T e o
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Tabla 24

Analyses of Variance: How Waell Coped With
8pecial Events as Reported
Prior to Graduation

Group N Mean SD Ms? df F
Treatment 67 11.702 2.277 2.8627 3 0.534
Placebo 57 11.35) 2.595 (5.3633) 257
Control 1 73 11.863 2,016
Control 1II 64 11.641 2.413
Treatment 67 11.702 2.2717 0.1916 1 0.036
Controls 194 11.639 2.327 (5.3543) 259

%Within groups MS in parentheses.

I ,
UL HRIR LR DRRTRRRAE FEORLT TR oR T AN lA.J.L'.I.‘L‘J'nLl‘.‘;L_’...dM’ '-"‘1‘1’.’.';;.'51 Ll e g A e b
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P e

Hypothaesis 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.

;
b
K
g
:".

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

training or who is not able to be trained with the rest i
of his group. Recruits may bae recycled for failure to {
perform at an acceptable level of performance or they may | ‘
have bean unable to continue training for medical reasons. g' ﬁ
The second performance measure was a composite score i-fﬁ

comprised of graded evaluations of military skills re-

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

chosen because it is a comprehensive performance measure.

Rather than relying on the subjective evaluation of one

or two instructors, these scores are given based on objec-
K tive performance measures.

ﬁ} As shown in Table 25, there was no difference in v
.% the number of recycles betwecn the treatment group and all

g% control groups. The ANOVA for the differences on MSM is

-% presented in Table 26, There was a significant difference

between groups but according to the Scheffé Test (Scheffe,

1959) the placebo group was significantly lower than the

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

but nonsignificant, performance scores. When the treatment
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Table 25

v i
ﬁ ! ' Recycles: Treatment Versus Controls® !
- |
ﬁ ; Treatment Controls Total
@ { Recyeled 129 374 503 j
g v
. Recycled 46 129 175
h&" { (2603‘) (2506‘) l:
-
Total 175 503 678 B
. 3
a 2 i
Corrected x“ (1) = ,0044, n.s., ¢ = ,0l. i
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was compared to all other groups, lower half of Table 26,
there was a significant difference between the RJIP group
and all others. Performance scores were significantly
higher for the treatment group, F (1,517) = 11.626, p < .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 recasons in the present study. Also,
the decision to recycle a recruit is usually made by one
or two drill irnstructors. '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 bolicvoe
that the RJP film had an impact on job performance.
This £inding is in agreemant with that of Gomersall
and Myers (1966). Datel and Lifrak (1969), Wanous (1973),
and Youngberg (1963} found no differences between groups
on perfoxrmance., The present study and the Gomersall and
Myers (1766) study focused on teaching newcomers how to

deal with difficult aspects of the job. The others




T T e TS T T S PR T YT Y T

106

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, 1In 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.
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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 p2
¢ Job outcome Group 53,395 0,647 | ;
: desirabilities .
; Error 82.530 )
! *
; Time 61,306 2.040 '}
Group x Time  36.623  1.221 J‘]'
; o
Error 30.007 o
fi '%
f Organizational Group 112,563 3.465 '
5 outcome ! t i
&) desirablilities Error 32.483 i v N
;'? Dime 5.855 0,548 o |
o
& Group X Time 5.855 0.548
% Error 10.676

Note. Group codes: treatment = 1, placebo = 0,
ai = 1.]04-

aAll n.s. at .05,

el s, i
S el btk by )
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% If, as suggested by Locke (1969, 1976), the dis-

@: ' crepancy between what an individual wants, desires, or
valuces and what the person porceives he/she has received
i is the major determinant of satisfaction, then the ability

to change these values among newcomers may be more impor-

o 4 tant than changing expectations. The organizational

1 socialization literature supports the concept that new- \
?' comers are in a situation where they are more likely to f
?‘ change than at any other time in their career (Van Maanen, ;ﬂ
%’ 1976¢), The present results demonstrate the feasibility 5%
& of carly value change via an RJP, Ei
: X
g Hypothesis 11: Trust and Honesty i“f
E The eleventh hypothesis stated that the RIP group

would have greater feelings of trust and honesty toward

the organization, As shown in Table 29, there was no sup-
port for this hypotheris, Inspection of the means from

the ANOVA's  (Horner, 1979) reveals that the ROD

group did report greater feelings of trust and honesty
toward the organization than any other group. Hoawever, the
difference was not statistically siqgnificant.

As sugqgested earlier, giving the RJIP prior to asco-
lection would probably have a qreater impact on crvating

tfeotings of trust and honesty toward the ovgantizat ton.

Showing the RJIP after it {8 too late for the newcoamers to

LA
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. Table 29
}g Analyses of Covariance: Trust and Honesty
E a Groupb R2 FC
Equation Beta Change df Change
il
(\ 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) Q, = Q, + Group
: 23 T4
1

(2) 0. = Q, + Group
Ji li

(3) (@3 =-Q; ) = Q, + Group
i

i i
(4) Q, = Q, + Group.
4 T

bGroup codes: treatment = 1, controls = 0.
©All n.s. at .05,

- st bzt ota e P U L ST R R THT AP ST PR TIAEI A\ (LW )
it st PO T T RLIEIRE R T PR EVTCR P FIRTICY U R TR LY ) SRS LN PR VR P TSRS .
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leave does not appear to have any influence on feelings

TE O E s

of trust and honesty. This supports the finding of Ilgen

’ and Dugoni (Note 3).

Individual Level Hypotheses

JE Hypotheses 12 through 20

! ; Since the next set of hypotheses are so closely
related, they are dealt with as a group rather than individ-
2 ually. In order, hypotheses 12 through 19 stated that met

: expectations would be: inversely related to attrition,

éi : intentions to quit, thoughts of guitting; and directly

% - related to job satisfaction, ability to cope, job perform-

ance, and trust and honesty. Hypothesis 20 stated that

welghting 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-

tation sets with micro and macro outcomes combined and

separately.

Met expectations were 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
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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-
nalre served as the measure of pexceptions for this group.

Each measure of expectation sets added more de-
tail than the preceding set (Bee 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 wore exceeded in time threc and those
that had a lower probability than expected were summed,
Then each of the above met expectation sets were weighted
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,

o
)
o

o
AN
o
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the less than expected set had higher correlations
than the absolute magnitude set in every casc.

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 lcss
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 expectations 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 Bet 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 aete,

From these three tables it oan 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 betwaen the combined micro
and macro expectation set that was lesa than expected and
commitment (r = -,28) and attrition (r = .28). Expecta-
tion sets which were not met or exceeded also correlated
significantly with: dintentions (r = .l4); general satisfac-
tion (r = ,2)); ability to cope (x = -.27); performance
(r = =.15), and feelings of trust and honesty (r = -.27).

Wanous (1978) suggested the importance of separat-
ing micro and macro expectations. When considered individe
vally in the present study, micro expectations were more
highly correlated with the criterion than macro expecta-
tions. Hovever, 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

i R o ra e

R
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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 meagured were gonerally 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

consjiatent with the expectancy theories reviewed earlier

(sec louse ot al., 1974; Mitchell, 1974).

Hypothesis 21: Acceptable Alternatives

The last hypothesis stated that the probability of
finding an acceptable alternative(s) would moderate the re-
lationship between thoughtas 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 Qquit. When the interaction betwecon
thoughtas and alternatives were added to the equation, the
32 increoase was aignificant, F (3,415) = 22.76, p ¢ .001,

In ordor to understand the nature of this interaction,
four groups 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 ecach

group is presented in Table 14, As expocted, the group with

a high probability of finding an acceptable alternative had
more thoughts of quitting and had the highest intentions to quit.
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Table 34

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

Thoughts of Quitting

Chances of finding an

acceptable alternative Low High

Low 1.234° 1,363
(0.860) {0.667)
nh= 80 n= 124

High 1.17) 1.417
(0.681) {0.842)
nn"ﬁ !l'l'.“)

Noto. The first humber is the group mean on intentions.
The 8D i8 in parenthesis.

A (3.415) = 2,123, p < .10.
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§5 Yoo This supports the model developed by Mobley (1977)

L i ) 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 RIJP did not create more realistic expectations for

those expectations that were measured.

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

T A B e

tistically significant impact on two of the explanatory ;
mechanisms. There was a significant change in values for

EP the treatment group and this group expected their job to

;: have more role clarity than the control groups. The RJP

i | group also had significantly higher performance scores.

i Although in the expected direction, the reduction in attri-

tion in the treatment group did not reach statiastical 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

RJIP group to deal with certain difficult aspects of training.

AT o T W St e Y o T A B VIR T AR Wil P By e s 2
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On the individual level, it was found that individ-

wals who do not have their expectations met or exceeded,

ware more likely to withdraw or to have higher propensities

- to withdraw than those with met or exceeded expectations.
ﬁ : This supported the met expectation hypothesis (Porter &
ﬁti 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

|
]
o have adequately measured this individual characteristic,
|
|
|
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LIMITATIONS, INTEGRATION, AND ‘

L PRACTICAL IMPLICATIONS

This chapter includes a discussion of the limita-
Q ; tions of the present study followed by an attempt to in-

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

g i and identification of future research needs. Finally,

practical implications of the present study are presented.

Limitations

Experimental Procedures

3 Although every attempt was made to develop the L

T best possible experimental design, several practical factors
had to be considered. Assignment to groups was not a P
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

i participants at different times in the year.

i ut
R

! ] : PR RER I bl iy L IETRUIA "i’n\‘éﬁ'i\.ﬂ:m
e PR GLLPE NUWATI L S BER R WP PR RDRY  FRA T RITOF
TETPRARTAV, -3 IRFONLIRENRREE S 2, it




124

RJP Limitations

There were several problems with the RJP. The 80-
minute video tape went to great langths to "tell it like
it is." There may have been too much detail in the RJIP
and this could have attentuated the more salient content
ir the video tape. Alsc attempts to show what the drill
instructors would be like was difficult, There may not be
a "typical" Dl. 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 RIJP's on affect, intentions, and behavior.
The possible effects of the modeling process were not
directly measured, nor, were the poasible effects of the
RJP on innoculating the participants to help prepare them

for the stress they were abnut to encounter. All possible




125

classifications of met expectations were not considered.
There were only a few negative outcomes, and like previous

RJP atudies, effort-verformance type expectations were

not measured.

Integration and Implications
for Future Research

Understanding the impact of RIP'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 here as the "8 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 explanatcry 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

et

piwnae -

o
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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 f

by the dissonance created by making a choice among several

attractive alternatives.

Because the impact of cognitive dissonance may

5 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. 2 QQ

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

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

y .

ance have a different influence on the dissonance procesy

§ than RIP's given after entry. Persons may be more com- <

mitted to their decision if the RIP is given prior to @
job acceptance (Wanous, 1977). I am aware of no rescearch
that directly considered the effect of RIP's on coqnitive

dissonance. !

Change . |
i A major focus of the organizational socialization |
é literature is on trying to get newcomers to accept the norms,

values, and beliefs of the organization (Van.Maanen, 1976},

Frequently the nowcomers must cither change their values

T PO WEE PR Y O A St Al TP MR TE ¥ R
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e QI

and beliefs, or attempt to change the norms of the organi=-

% b gation, or both before the socialisation process ia suc- ‘;
?{uﬁ cessful. The organizational socialization literature seems .
flt to accept the notion that newcomers are in a situation ﬁ :?‘
g f where they are more likely to change their values and be- : ;
%ig liefs than at any other time. As noted by llgen and Dugoni i %
%‘} (Note 3), RJIP's may affect expectations which may change é
%‘; the individual's values. It may be possible that the or- .ﬁ
%ﬁé ganization can change ehe person'a values if it cannot or i%
g ; will not furnish what the individual desires. ;
i | It is unlikely that anything as simple as an RJP y%
ﬁ‘i could change deop seated values. However, those role out- % @
é-; ) come paripheral values that are {important to the newconer, ; ‘?
i‘; but also volatilce, may be auscoptable to change. It should f .ﬁ
f;{ be noted here that the organizational socialization liter- {
‘% ! ature  alao agrees that the newecomer bringa certain values } :?
é g and motives that are relatively stable over time (see Van , g.
% g Maanen, 1975, pp. 73=74)., In the present study, values é
§f§ which were related to turnover in a previous study (Mobley {
’@; et al., Note 5) were shown to be influenced by the RJP. ;
gl Bven though the basic value systom of the newcomer prob- ?
'g l ably wil)l not change, a change in the desirability of i
ﬁ: ue}taln outcomen may hoelp keep the person in tho organiza-
,f tion long enough tfor the more powerful influence of the
;% . soclalization procoss to have an effect on the basic value
; Hystoem.
4
\ @I
! ol
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The present study did not consider the type of
socialization atrategy (see Van Maanen, 1978 for a recent
diacusaion). Military socialization may be quite different
from that of most organisations. However, Schein (1961,
1962, 1967, 1968) frequently has suggested that the results
of "indoctrination" settings are remarkably similar re-
gardless of organizational differences. Future research
should consider the possible impact of RIP's on values and
beliefs, It is important to know which values are in need
of change and which can realistically be changed by RJIP'u,

There also is a need to determine the temporal effects of

the value change.

Clarity

The impact of clarity on newcomers through RIP's
has received the moxt attention. Met expectations have
shown woak but consistent inverse relations with turnover
{Porter « Steers, 1973; Wanous, 1977). 'The importance of
role clarity on newcomers has been studied by Graen and
his asmociates. The role clarity literature has focused
on the importance of the leader in helping newcomars define
their organizational roles. An RJP may help answer the
call for improved role sending mechanisms (Graen & Ginsburgh,
1977; Graen et al., 1973).

As sugyusted elsewhere (llgen & Dugoni, Note 3

Wanous, 1977), it also ia possible that role clarity and met
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expectations may enhance the newcomer's feelings of trust
and honesty toward the organization. Neither the present
study nor Ilgen and bugoni (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 ‘yﬁ
effect of clarity given before the job is accepted versus -

after job acceptance needs to be studied. ﬂ
&

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

e T S s T,

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 Y

what the organizational socialization and organizational

entry literature agree is a stressful situation is closely




i
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related to clarity discussed above. The modeling litera-
ture (Bandura, 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 al., 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
RJP'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 apprcach.

4
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Characteristics

The impact of RIP'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); self-esteem
(Weiss, 1977, 1978; Weiss & Knight, 1979); locus of con-
trol (Anderson, 1976; Korman, 1971); and self-expectations
(Youngbexg, 1963).

Future research needs to identify the types of in-
dividuals who are most likely to benefit or to be adversely
affected by RIP'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
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% of other types of organizations. However, the use of RIP's
% is practically applicable in any organization. The theory
and research behind RIP's comes from a wide variety of
theoretical and empirical research. The need to reduce

te uncertainty in the entry process is common to all organi-
1 zations.

k Based on the experience gained from this study, ,

there are several suggestions that practitioners of RIP's
may wish to consider. It is probably best not to cover ; '”ﬂ
too much detail about the job and organization. The same i
job performed in different locations within the same oxr- : K
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 .

»
g

of realism., Where these outcomes involve a required

response, teach the newcomer what response is most likely | i
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-
guire 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 eﬁtry may have a desirable influence on newcomers,
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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
RIP 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, the

b present study showed significant reductions in terminations
& \ over six-month and one-year intervals. Several other

. i studies reported similar findings (Weitz, 1956; Youngberg,

é 1963). From a practical viewpoint, the poasibility that

turnover was reduced by as little as one or two percent
él could result in large, long-range payoffs. This is es-
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

e et a2 et

! 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 N
: : per enlisted male. The organization receives no expected f»}
» value in return because the recruit does not become a return : ki
. on investment until after recruit training. The RJP used
in this study showed a 4.6%difference in three month turnover when
4 comparing all the treatment groups with all the controls.

The resultant savings to the Marine Corps is estimated to be
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(4.6% x N) x $5,327

)
o

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. o

! It must be kept in mind, that not all attrition is
. undesirable from the organization's perspective. This also i
i 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 lese than the above.

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

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

lam, Note 2) in each male recruit., Multiply this over a T
number of years and include the female recruits aa 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 eguipment 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
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improvement in performance, but if RJP's help enhance the
banefits of training, the major mission of recruit train-

ing, then it certainly is worth trying. ;

Even if the RJP is 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

‘,o.“_,_
e & Ert e esn e

return. This should enhance feelings ¢f trust and honesty

CTREEE,

toward the organization which may aid the socialization

o bt

process by presenting a favorable climate to the newcomer.

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

Sl LEE

entry. However, the racruit probably realizes that

r”<

' 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.

e mm ez 3

Conclusion

Although much more research is needed in the areas
described in this section, RJP's do seem to have an important ,f
é place in the socialization of newcomers to organizations.
" The possible reduction in turnover and improvement in per=-

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

b believe that showing the RJP prior to job acceptance does
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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 RIP's. 1If for no other

reason, organizations should at least attempt RJP's on

moral grounds. Organizations hiring many newcomers who

are entering their firat job have an even greater obliga-

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

lessly as poassible.
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