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! PREFACE

The Leadership and Management Development Center (ILMDC)
requested assistance in analyzing data gathered by the Organ-
1zational Assessment Package (OAP) survey administered to
Air Force members. An attempt is being made to document as much
of the OAP data base as possible since LMDC will discontinue its
research and consulting missions due to fiscal constraints. This

study addresses Air Force Systems Command acquisition project
managers within the OAP data base.

The format for this study is in accordance with LMDC

requirements, which follow the style used by the American
Psychological Association.
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EXECUTIVE SUMMARY i -

Part of our College mission is distribution of the A
students’ problem solving products to Dol
sponsors and other interested agencies to
enhance insight into contemporary, defense X
related issues. While the College has accepted this hy
product as meeting academic requirements for ;
graduation, the views and opinions expressed or

;/“ \’ v "‘ ’/ 14
. \\y'\\\ | ) ‘,'l, '/ .
N NI, & f\
St implied are solely those of the author and should
not be construed as carrying official sanction.
—__‘insights into tomorrow”

REPORT NUMBER 86-2075

AUTHOR(S) MAJOR LARRY G. RADOV, USAF
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TITLE JOB ATTITUDES OF AFSC ACQUISITION PROJECT MANAGERS

1. Purpose: This paper compares the job attitudes of Air Force

Systems Command (AFSC) acquisition project managers with the o
corresponding attitudes of personnel in other career fields e
within AFSC and the Air Force at large, and develops policy :
recommendations for AFSC leaders and commanders based on these
comparisons.

IT1. Problem: Project managers control the acquisiticn of
billions of dollars worth of weapon systems. As theilr careers
progress, project managers become valuable Air Force assets.
Fvery effort should be made to retain these personnel by
providing the most satisfying jobs possible. In a late 1970s
survey, the Air Force Management Improvement Group discovered
that a majority of Air Force memhers felt Air Force leadership .
and management were 1in the range of "average to poor." As a ﬁ
result, the Chief of Staff created the leadership and Management N
Development Center (LMDC) to provide centralized leadership and
management training to Air Force supervisors and leaders. In an
effort to improve overall unit effectiveness, ILMDC fielded an
Organizational Assessment Package (OAP) survey to provide ieed-

back to commanders and leaders on their members' job attitudes. ~
The OAP survey has been administered approximately 300,000 t:mes, N
and ILMDC has provided feedback to organizations throuagh over 500 >~
consulting visits. In 1986, ILMDC will stop performing its con- ﬁ

sulting and research missions due to fiscal constraints; vyet much

vii




CONTINUED

of the data collected has not been fully analyzed to provic:
recommendations for imprcving job attitudes in Air Force organ-
1zations. This research effort analyzed the OAP data collected
on AF&EC project managers and recommended changes where required.

III. Procedures and Results: Several steps were taken to reach
the goals of the present research:

1. Organizational behavior theories and studies were
reviewed, establishing their link to the OAP. Ir addition,
models and other surveys used to develop the OAP were also dis-
cussed. A search for previous studies on project managers' +ob
attitudes was unsuccessful.

2. The data base for this research was LMDC's nearly 13,000
otficer survey files on record. The threc comparison gtroups
(AFSC project managers, other AFSC officers, and other Air Force
officers) were compared for 21 attitudinal factors as well as
demographic data measured by the OAP. Statistical analyses of
the data were conducted using standard inferential statistics
{Analysis of Variance with Newman-Keuls follow-up) at the 95%
confidence level. A limitation to the research is that the data
base for each group was not based on a random sample but instead
a convenience sample.

3. Results of the demographic analysis revealed AFSC project
managers are younger in age, have less time in service and grade,
supervise fewer people, and are less likely to hold aroup
mee*ings to solve problems than the two other groups. The
results of the analysis of attitudinal factors revealed AFSC
prolect managers have less favorable job attitudes than other
AFSC officers and/or other Air Force officers for 16 of the 21
OAF attitudinal factors measured. The differences occur on the
tollowing key factors: Jcob Performance Goals, Task Character-
tstcs, Work Repetition, Desired Repetitive/basy Tasks, Job
Related Training, Skill Variety, Task Identity, Task Siagnift-
1carce, Job Feedback, Job Motivation Index, Supervisory Communi-
catrons Climate, Organizational Communications Climate, Pride,
Advancement /Recognition, Work Group Effectiveness, and General
Cracsntzational Climate,

[V, <Conciusions: The research showed that AFSC project man-

agers' Job artitudes were generally less favorable than the

contarison aroups'. [t 1s suggested that those findings are
viltl
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primarily due to demographic differences hetween the groups.
Other research has determined that younger people with less time
1n grade and service tend to have lower job satisfaction; there-
fore, it follows that AFSC project managers reflect generally
less favorable job attitudes. Additionally, a shortage of
project managers in the 8- to l6-year groups has caused a lack of
middle management supervision possibly influencing job attitudes.

V. Recommendations:

1. AFSC, with the help of the Air Force Military Personnel
Center (AFMPC), should identify officers with project management
experience and 8 to 16 years in service who are in other career
fields. These officers should be requalified as project managers
and returned to project management duties in order to stabilize
the career field with middle management guidance.

2. Efforts should be made by AFSC senior leadership to
insure junior project managers are given expanded responsi-
bilities when possible. With a lack of middle management
resources, capable junior officers should be challenged with more
demanding positions and subsequently provided more job enrich-
ment.

3. AFSC and AFMPC personnel managers should establish neces-
sary programs to avoid future imbalances in project management
staffina. Techniques such as providing financial bonuses or
incentives, and maintaining a reserve of project managers in
other career fields could be implemented.

4. AFSC should conduct research on job attitudes as project
managers' demographics become more representative of other At
Force offi1cers. This may provide the opportunity to i1dentify
other factors that may be influencing job attitudes.

. Py § ! “: - I- g 1-
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Chapter One

INTRODUCTION

i: Today, about 2000 Air Force members manage the acquisition of
billions of dollars worth of weapon systems and related support
equipment. These acquisition project managers need broad tech-
nical expertise as well as keen management skills in guiding
their programs to a successful completion within cost, schedule,
and performance constraints. The project manager's attitude
toward the job is a critical factor in determining whether his or
her performance reaches its ultimate potential. This research
paper 1s concerned with the job attitudes of these project
nanagers. The purpose i1s to compare the Jjob attitudes of Ailr
Force Systems Command (AFSC) acquiscition project mantagers with
the corresponding attitudes of personnel 1in other carecr fiolds
within AFSC and the Alr Force at largae, and toe aevelopn poLilcy
recommendations for AFSC leaders and commanders oo @ o1 these
comparisons.,

Fetore discussing project managers' job attitudes, cope
general background information is 1n order. Beainning 1n 1973, a
series of events took place which led to the establishment ¢ an
AMr Force organization with the mission of rwproving jJob atta-
tudes of Arr Force nembers throuah management consultation. “his

was shortly after initation of the AL Voluntoer Faorces an 1073

-
s
.

KL




when Air Force leaders recognized the need to enhance the attrac-

tiveness of Air Force life and to compete for resources with the

P A ARG

private sector (Mahr, 1982). 1In addition, officials realized

that after attracting and training individuals, they must retain
these valuable personnel by providing the most satisfying Zobs
possible. In response to these concerns, Chief of Staff General :
David C. Jones established the Air Force Management Improvement ) g
Group (AFMIG) in 1975, to make recommendations on how to improve
life in the service. One of the findings of an extensive AFMIG
survey on quality of life was that 71% of the people surveyed
felt that Air Force leadership and management were in the range
of "average to poor" (Leadership and Management Development
Center, 1981). In response, the Chief of Staff created the
lLeadership and Management Development Center (LMDC), as a part of
Air University, to provide centralized leadership and management -
training to Air Force supervisors and leaders (Mahr, 1982). LMDC
was given a broad set of goals.

The mission of the Leadership and Management Devel- .
opment Center is to provide and conduct professional -
development for Air Force and Department of Defense
personnel; provide consultation services to Air Force -
units upon request; conduct research and analysis for f
Air Force commanders, for functional managers, and for e
internal use; and review, select, write, publish, and -
distribute professional material for Air Force and other

Department of Defense agencies (Air University Cata-
log 1985-86, 1985, p. 69).

Part of the consulting role identified in the LMDC mission is
to determine overall organizational effectiveness. This includes =
1dentifying job attitudes of organizational members and then

providing feedback to organizational commanders and leaders. To Y

. . N
. S
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meet these requirements, LMDC, with the help of researchers at
the Air Force Human Resources Laboratory, developed the Organiza-
tional Assessement Package (OAP) survey to collect data to make
such analyses. The 109-item survey has been administered alnost
300,000 times. It identifies 21 key factors that reflect job
attitudes (Appendix C). The OAP "survey has received wide
acclaim as a tool for improving leadership and productivity in
the Air Force" (Mahr, 1982, p. 1).

In 1986, LMDC will stop performing its consulting and
research missions due to fiscal constraints; yet much of the data
collected has not been fully analyzed to provide recommendations
for improving job attitudes in Air Force organizations. This
research effort analyzes the OAP data collected on AFSC project
managers and recommends changes where required. To this end the
research has four goals.

l. To conduct a review of organizational behavior literature
and relevant background research on job attitudes, especially for
AFSC project managers.

2. To compare OAP-measured demographic characteristics and
job attitudes of officers in the acquisition program management
career area with demographics and attitudes of corresponding
officers in other career fields within AFSC and the Air Force at
large.

3. To analyze significant attitudinal differences among the
AFSC acquisition project management career field and other carcer

fields within AFSC and the Air Force at large. The Analysis of
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Variance Procedure (ANOVA) is used to determine whether there are

differences between the comparison groups at the 95% confidence

A

level,

4., To develop recommendations for AFSC leaders and com-

B’
s°2a a2 a2

manders.

P

The paper addresses each of the above goals in the following
o manner: Chapter Two reviews the literature as well as current
‘; research on job attitudes of project managers. Next, Chapter
3 Three discusses the OAP survey and the data collection method-
ology. Background on the project management career field is also
provided, along with the procedures and methods used to analyze
the data collected for this research. In Chapter Four, the
results of the data analysis are prcvided; this includes signif-
icant demographic data on the groups and attitudinal differences
: among the groups as measured by the OAP survey. Chapter Five

provides a discussion of the attitudinal differences discovered,

based on organizational behavior theory, current research, and
peculiarities of program management duties. Finally, Chapter Six
{ presents conclusions from the research and provides specific

recommendations.
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Chapter Two

LITERATURE REVIEW

Introduction

In accomplishing many tasks, an individual or group takes
certain inputs from the environment, performs a work process on
them, and then provides an output back to the environment
(Duncan, 1978). This input-transformation-output process by
individuals or groups represents the "system" at the heart of
organizational behavior theory (DuBrin, 1974). By studying and
monitoring the process, researchers discovered considerable
correlation between characteristics of the work, job attitudes,
and worker behavior (Hackman, Pearce, & Wolfe, 1978).

The Organizational Assessment Package (OAP) survey bases its
development on over a century of organizational behavior
research. The 21 OAP factors measure job attitudes and are
grouped into four areas of organizational functioning corre-
spending to the input-transformation-output process. The OAP
divides the input phase of a task into the work itself and job
enrichment areas of organizational functioning. The OAP links
the transformation phase to the work group process and the output

phase to the work group output. The relaticnship between the

a1 2 4
wle e 0 4
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Number of
Behavior Theory OAP Areas of OAP Factors
—— . ) ———— .
Work Process Organizational Measured in
Functioning Each Area
- - Work Itself % Six
put —
Job Enrichment » Six

Transformation ——— Work Group Process ———» Four

Output -+ Work Group Output —% Five

Figure 1. Relationship Between Behavior Theory and the OAP

input-transformation-output process, the areas of organizational
functioning, and the OAP factors is presented in Figure 1.

This chapter reviews the literature on organizational
behavior theory and traces the development of individual job
attitudes and their importance in optimal task accomplishment.
The review starts with a discussion of attitudes and identifies
those attitudes measured by the OAP. Next, several prominent
"need” and "motivation" theories and studies are presented vali-
dating the importance of the OAP attitudes selected for measure-
ment. The final part of the review identifies the relevant
background research on job attitudes for Air Force Systems

Command (AFSC) project managers.

Job Attitudes

Job attitudes are often considered from three perspectives:
basic definition, characteristics, and measurement. Attitudes

are predispositions to react in a certain manner to a situation

~. ey

R P e

..,,'-'.'.'.,‘

A Y

. .
.
'o

PEX AR

5 e

L &'.‘D"

L3R

-
.
-
.



or individual (Duncan, 1978). They are developed from past
experience set in the context of the present environment--
including cultural experiences, group influences, work values,
and aspirations (Duncan, 1978). This tends to make newly formed
attitudes consistent with other attitudes. Individual differ-
ences in attitudes are primarily caused by differences in expe-
riences (Gray & Starke, 1980). Most researchers agree that a
significant characteristic of attitudes is that they are linked
to or influence behavior (Ajzen & Fishbein, 1977; Duncan, 1978).
It is this link that makes measurement so critical.

Attitudes are most commonly measured on a Likert scale, a
device by which differences between responses are calculatea in
relative, not absolute terms (Duncan, 1978). The OAP uses a
7-point Likert scale to measure attitudinal differences. The
responses are assigned numerical values ranging from 7 (strongly
agree) to 1 (strongly disagree) (Duncan, 1978). 1In the present
research, the OAP measures 21 major job attitude factors in such
areas as Job Performance Goals, Task Autonomy, Work Repetition,
Skill Variety, Task Identity, Job Feedback, Work Support, Manage-
ment and Supervision, General Organizational Climate, Pride,
Advancement/Recognition, Work Group Effectiveness, and Job
Related Satisfaction. 1In the OAP, these factors are usec to
monitor the input-transformation-output process. The identifi-

cation, development, and use of these job attitude factors is

found in variocus organizational behavior thecories and studies.
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Theories and Studies <

This section of the literature review focuses on "need" and
"motivation" theories which have evolved with research and
. studies on organizational behavior. In addition, it identifies a 5
r. model and survey instrument developed from the theories and :
later used by OAP developers. Through this theoretical
background and associated research, job attitude factors were ' %
defined and incorporated into the OAP. N

In the twentieth century, many "need" or "motivation"
theories have been developed with the goal of providing insight
. into human behavior. One of the more prominent theories was
developed by Abraham Maslow, who theorized that needs are the
primary influence on a person's behavior. He argued that ;

behavior occurs when people try to fulfill their unsatisfied

needs (Gray & Starke, 1980). Maslow identified five levels of &

human needs or a "hierarchy of needs." His proposal asserts that b

s

needs low in the hierarchy must be satisfied before needs higher s

A

in the hierarchy will motivate behavior (Albanese, 1981). o

. Maslow's human needs are listed from lowest to highest: -
. 1. Physiological needs-~-those needs concerned with the g
basic biological functions of the human body, such N

as eating and sleeping. 2

2. Safety needs--those needs concerned with protecting * .¥

the person from harm, both physical and psycho- .

logical.

3. Belonging needs--the need to assoclate with one's
own kind; social interaction, love, acceptance, by
group membership.
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4. Esteem (status) needs--the need to fecl important or
to separate one's status from other comparable indi-
viduals' feelings of self-worth and s¢lf-importance.

N
.

Self-actualization needs--the need to reach one's
ultimate goals in life; the need to fulfill one's
own destiny (Gray & Starke, 1980, p. 37).

Individuals may have different need hierarchies, and their
hierarchies may change at times in their lives. "A need hier-
archy is a dynamic--not static--concept"”" (DuBrin, 1974, p. 41).
The unsatisfied need promotes a positive behavior which attempts
to fulfill that need. As previously discussed, attitudes are
linked to behavior. When an individual recognizes there are
unsatisfied needs he or she can fulfill, it is reflected in one's
job attitudes (Gibson, Ivancevich, & Donnelly, 1973). Job atti-
tudes tend to become more favorable because the individual
realizes his behavior can potentially satisf{y more needs. The
OAP measures some job attitudes which indicate the presence of
unsatisfied or motivating needs. The use of OAP factors such as
Advancement/Recognition, Job Related Satisfaction, Task Signif-
icance, and Jcb Performance Goals to measure job attitudes are
based, in part, on Maslow's need theory.

Maslow's theory is not the only popular theory of how nceds
influence behavior. Frederick Herzberg developed an influential
motivation-hygiene theory on job attitudes (Jessey, 1951).
Prior to Herzberg, those researching behavicor motivation vicwed
the concepts of job satisfaction and job dissatisiactior at
opposing ends of the same continuum (Gray & Starke, 1980). 4. ter

conducting research with 200 engineers ancd accourtants, Yoveooerq
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S' concluded that Jjob satisfaction and job dissatisfaction were on :

] two different continuums. In his "two factor" or "two reeq"

AT

v

theory, Herzberg concluded that one set of factors called "moti-
vator needs" caused job satisfaction and a second set of factors

called "hygiene needs" caused Jjob dissatisfaction (Albanese,

AR I

1981). Motivator needs relate to the nature of work itself and
are satisfied by achievement, recognition, advancement, work
N itself, possibility of growth, and responsibility. On the other
¥ hand, hygiene needs relate to the environment in which a job is
performed and are satisfied by company policy and administrative -
technical supervision, interpersonal relations, salary, job -
security, personal life, working conditions, fringe benefits, and
status (DuBrin, 1974; Gray & Starke, 1980). Many of Herzberg's -
motivator and hygiene needs are measured by the OAP. If an
individual's motivation and hygiene needs are satisfied the
input-transformation-output process should be successful and the -
N individual may have positive job attitudes. Therefore, the OAP 5
-. should give an indication of job satisfaction as defined by
Herzbergqg.

Herzberg's theory caused researchers to focus their attention
on the job itself, rather than the job's environment, in an Q
effort to improve job attitudes and performance (Albanese, 1981).
As a result, Hackman and Oldham developed a Job Characteristics

Model and later a Job Diagnostic Survey which provided a valuable

basis for the OAP survey development.
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Dimensions [——> | Psychological|{————— | Work Outcomes
States
Skill Variety
1\ Experienced High Internal
Task Identity / Meaningfulness 7 Work Motivation
J of the Work

Task Significance

High Quality
Work Performance

Experienced
Responsibility
Autonomy for Outcomes >
of the Work
High Satisfaction
With the Work
Knowledge of the
Feedback » Actual Results of ) Low Absenteeism

the Work Activities and Turnover

Figure 2. Job Characteristics Model (Hackman & Oldham, 197%).

The Job Characteristics Model "identafies tive 'core' job
aimensions which prompt three critical psychological states
which, in turn, lead to a number of beneficial and personal work

cutcomes"” (Peters & Duke, 1982, p. 18). The basic model is
deplcted in Figure 2. According to the theory, an individual
experiences positive job attitudes when "he learns (knowledge of

results} that he personally (experienced respensiblity) has ver-

tormed well on a task that he cares about (oxperienced mean:ng-

tulness)™ (Hackman & Oldham, 1976, p. 255-.560,
The: OAP 1ncorporates two tools developed trom the dob Charac-

teristics Model. The first 15 o nmotivating potential score

(MP5), which 12 a "summary scorce ref lecting tne overal] moti -
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vating potential of a job in terms of the core job dimensione"
(Hackman & Oldham, 1975, p. 160C). The score is computed i *ucC
following equation:

Skill Task Task Job
MPS = Variety + Identity + Significance x Autonomy x Feedhack

The other tool developed from the model, the Job Diagro.t ..

T TEENY VY T U Y VR 8 B B T " T -

Survey, determines if existing jobs can be redesigned to improve
employee production and motivation, and identifies the impact of
job changes on employees (Hackman & Cldham, 1975). Peters and
Duke (1982) reviewed the evaluvations of the Job Diagnostic Survey
and concluded it is reliable and valid. After Maslow and lerz-
lberg linked job attitudes to the input-transformation-output
process, Hackman and Oldham discovered ways to measure the atti-
tudes. The measurement techniques developed by Hackman and
Oldham are incorporated into the OAP.

In addition to the theoretical link of job attitudes to
behavior, several studies also show a similar relationship. A
classic case where job attitudes were identified as influencing
behavior was the Hawthorne Studies. 1In 1927, Elton Mayc and the
Harvard Rusiness School participated in a series of studies at
Western Electric Company's Hawthorne Works outside Chicago,
during which the researchers challenged the assumption that
people in the organization are solely motivated by economic
incentives (Duncan, 1978). In one phase of the study, work
groups were subijected to changing amounts of lighting in the

workplace. The researchers discovered that "increases in output

12




were not the result of physical job conditions [i1l1lumination] but
rather the result of the changed social situations of the
workers, changes in their satisfaction, motivation, and changed
patterns of supervision" (Gibson, Ivancevich, & Donnelly, 1973,
p. 255%). The studies highlight the importance of job attitudes
on the input-transformation-output process. "They felt the
organization was interested in them and they liked it" (Scott,
Mitchell, & Birnbaum, 1981, p. 8l). The Hawthorne Studies demon-
strated the impact of attitudes on behavior and implied positive
attitudes improve the input-transformation-output process. The

theories and studies reviewed in this section represent some of

the key organizational behavior background used in the OAP

development .

Job Attitudes of Project Managers

Research into job attitudes is not limited to the civilian
scctor.  Many studies of military organizations and specific
turnctional career fields are conducted each year. The leadership
~1d Management Development Center (LMDC) has been collecting
atti1tudinal data with the CAP survey instrument when Alr Foroee
cormaniders have requesteod consulting services to Improve oraani-
zatior perfermance.  Many have usced the cumulative LMDO data tase
toe conduct research on a specific career fi1eld or Job 1:sve.
Forne ously analyzod the job attitudes of personnel in Alr Force
Harrtenance careetr fields for /1 OAP factors. Another stuay by
Fonaios (17984, vsea Geperal Crgarrzational Ciarate toon the ©AF

Pactorss te deterndne the work environment art gt i COrGITie v r s,
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architects, and technicians within the San Artonic Real Troperty
Maintenance Agency. Boren (1980) assessed the Job Related ¢atig- .
faction of Air Force officer, enlisted, and civilian perscnne:
from OAP data using the motivating potential score developed by
Hackman and Oldham.

There 1is little research on AFSC project managers and ti. i»
job attitudes. One relevant study found that AFSC project
managers, located at Eglin AFB, were significantly less effective
at supervisor to employee communication and management super-
vision tasks than other AFSC officers (Banks, 1982). No other
research on the other OAP factors or job attitudes for j;recjoct
nmanagers could be found. Therefore, research into job attitudes
for AFSC project managers as compared to other AFSC officers and
other Air Force officers at large is appropriate. Research of
this noture will help to deternine job attitudes and perhaps
point the way for improving the project managers' input-
trans formaticon-output process.

This chapter has described job attitudes and identified key
attitudes measured by the OAP. It has also reviewed the litera- G
ture, developing the theoretical background for the OAPF and
identifying the relevant research on job attitudes for project
managers. The next chapter discusses the OAP survey in more
detail. Background on the project management career ficld is
also provided, along with the procedures and methods used to

analyze the data collected in this research.

14
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Chapter Three

METHODOCILOGY

Introduction

The purpose of this chapter is to explain the methods used to
collect and analyze the data associated with this research
effort. The discussion 1includes a description of the instrument
used to collect the data, an explanation of the data collection
nethod, a description of the personnel surveyed, and a review of

the statistical procedures used to analyze the research data.

Instrumentation

The Organizational Assessment Package (OAP) was the instru-
nent wsed to collect the data for this research project. This
it4-1tn survey was jointly developed by the Air Force Human
Fesources laboratory (AFHRI), Brooks AFRB, Texas, and the leader-
st 1p- and Management Development Center (LMDC) to support the
rassion of LMDC as stated in Chapter One (Mahr, 1982). AFHRI and
[ M trased the CAP, in part, on the need and motivation theories
arid the Job Diagnestic Survey described i1in Chapter Two. The 109-
pter snrvey censists of 16 demographice items and 33 oattitud.nal
iteny (Appendix C). Thosoe surveyed were presented a series of
Guestions or statempaonts nd asked to plck a response from seven

Chotrtees ornoa Lakert scale, Faor the irterested roader, Maht

"," R | -
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(1982) summarizes research supporting the validity and relia-

A bility of the OAP from its initial field test until 1982. The :
j OAP's construct validity is characterized as "consistent and '
j strong" with generally "acceptable to excellent" reliability

§ (Mahr, 1982). Short (1985) also discusses the OAP, with emphasis

oS

on reliability, construct validity, and factor consistency.

The OAP compares 21 attitudinal factors and groups them into

Wl NS

four primary areas of organizational functioning corresponding to
the input-transformation-output process discussed in Chapter Two.
The input is further divided into the work itself anc¢ job
enrichment. The OAP refers to the transformation as the work
group process and the output as the work group output.

The four areas of organizational functioning and the assc-
ciated OAP factors are discussed below: S

1. Work Itself. This area covers the task properties

(technologies) and environmental conditions of the job. It

: assesses the patterns of characteristics members bring to the

group or organization and types of differentiation and inte-
gration among position and roles. The following OAP factors -

. measure the work itself:

Job Performance Goals

Task Characteristics -
Task Autonomy i .
Work Repetition :
Desired Repetitive/Easy Tasks

N Job Related Training

2. Job Enrichment. This section measures the degree to

DA AN

which the job 1tself is interesting, meaningful, challengino, and

responsible.

R LR
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The following OAP factors measure job enrichment:

Skill Variety

Task Identity

Task Significance

Job Feedback

Need for Enrichment Index
Job Motivation Index

3. Work Group Process. The work group process assesses the

pattern of activity and interaction among the group members. The
following OAP factors measure leadership and the work group

process:

Work Support

Management and Supervision
Supervisory Communications Climate
Organizational Communications Climate

4. Work Group Output. This area measures task performance,

group development, and effects on groups members. It assesses

the quantity and quality of task performance and alteration of

the group's relation to the environment. The following OAP

factors measure the work group output:

Pride

Advancement /Recognition

Work Group Effectiveness

Job Related Satisfaction
General Organizational Climate

A complete explanation of each area and factor in the OAP is

found in Appendix C.

Data Collection

The OAP data were gathered from Air Force organizations as
part of the complete six-step LMDC consultation process. The
six-step process 1s described here in order to put the data

gathering procedures in the proper perspective.

17




Step 1: Invitation

The first step of the LMDC consultation process is initiated
by a request from an Air Force commander or agency chief,
normally at the wing or base level. An LMDC consultant then
explains the services available to the unit and the commit-cit
required from its top line management.

Step 2: Initial Contact

During this step, a team of consultants visits the unit to
outline the consultaticon process to the host commander and bis
staff and discusses any concerns or questions.

Step 3: Data Collection

Normally, one month after Step 2, a team visits the unit to
begin the data gathering. LMDC collects data from a variety of
sources.

- Open-ended questionnaires administered to all key

supervisors in the organization to determine their

perceptions about their roles as leaders/managers.

- Interviews with supervisors based on their responses
to the open-ended questionnaire just discussed.

- Administering the OAP survey to. . .people available
for duty within each work group of the base or wing.

- Objective data such as IG, MEI, and MSET reports; AWOL
rates; drug and other arrest rates; etc. (Short,
1985, p. 46).
The OAP 1is administered to all available personnel present fot
duty within each work group of the base or wing. LMDC collects
the data in group survey sessions and tries to ensure standard

survey administration. If possible, subordinates and supervisors

are scheduled in separate sessions. Only IMDC personnel handle

18
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completed surveys, and each respondent is promised individual

anonymity.

Step 4: Analysis

The OAP responses are placed into a computer data base,
allowing statistical comparisons of all work groups in the
organization. The comparisons identify strengths and weaknesses
in the organization, as perceived by assigned personnel. LMDC
consultants then use the results to develop plans to correct
suspected weaknesses.

Step 5: The Tailored Visit

Approximately two months after data gathering, LMDC consul-
tants return to the wing or base to work with individual super-

visors to develop management action plans to improve areas of

concern.

Step 6: Follow-up

Approximately six months after the tailored visit, an LMDC
team visits the organization to measure the progress in the
organization. The OAP survey is administered again and inter-
views are conducted with selected managers to determine the
quality of organizational change.

LMDC has a cumulative data base with nearly 300,000 OAP
survey records on file. Besides the 16 demographic items on the
survey, other demographics are collected on the answer sheet and
stored in the cdata base. These items include a work group iden-
tifier, personnel category, pay grade, adge, seX, Air Force

Speciality Code, base, and major command. The OAP ‘iata base is
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stored in two files. One 1s a historical file with data
collected prior to September 30, 1981, and the second is a
current file containing data collected after October 1, 1987,
The present research used initial OAP responses collected from
October 1, 1981 to September 16, 1985. The initial OAP respcnses
are those collected in the third step of LMDC's consultat on
process, before the intervention of LMDC consultants into the

organization (pre-intervention).

Subjects

In examining the job attitudes of Air Force Systems Command
(AFSC) project managers, data were extracted from the current
LMDC OAP data base. Three independent comparison groups were
selected from the available data. The first group was comprised
of AFSC officers performing duties in the project management
career field (Air Force Speciality Code 27xx). The second group
was comprised of officers performing other duties in AFSC. The
final group was composed of all remaining Air Force officers in
the data base. The sample sizes of the three groups are 352,
1569, and 10,671, respectively. The data taken are from surveys
administered to 63 bases or organizations (including 14 AFSC
bases) in 10 major commands, direct reporting units, or special
operating agencies. A detailed demographic description is out-

lined in Appendix A.

20
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Procedures

Various analytical methods from the Statistical Package for

the Social Sciences (SPSS* User's Guide, 1983) were used to

analyze the data gathered. These were subprograms "Crosstabs"
and the "oneway Analysis of Variance Procedure (ANOVA)" with the
Newman-Keuls post hoc test. The results of the analyses of the
three subject groups are explained in two separate comparisons.

Jomparison l: Analysis of Demographic Information

This section shows the characteristics of the comparison

groups as determined by the responses to the demographic items on

the OAP.

vomparison 2: AFSC Project Managers Compared to Other AFSC

Officers and to Other Air Force Officers at large

For these analyses, job attitudes for the three groups were
compared for 21 OAP factors. The ANOVA and Newman-Keuls proce-
dures were used for these comparisons. ANOVA is a statistical
rethod to compare simultaneously the means of several groups to
determine 1f there are any mean score differences among the
groups.  The 95% confidence level was used for the comparisons to
determine 1f statistical differences were valid. The Newnan-
Feuls procedure indicates which of the groups is statistically
ti1tferert from the others. As a result of thoese procedures, 1t
was possible to determine on which of the 41 attitudinal factors
the groups differed. For these compatisoens the 21 factors wer
divicaod 1nto four groups that retlect the prinary areas of

otganizatioral functicning. The syri ol n o shown thiovanout oo

tabiles i1 this study represerts the totar pader 0l Ve 1
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p responses in the pre-intervention data kase for the facto: heing

D R B

examined. Additionally, the symbol PM represents project marager

| W

in the tables.

This chapter discussed the OAP survey, the data collection :
method, the personnel surveyed, and the statistical proced: s E
used for data analysis. Chapter Four presents the results f % :

data analyses for the three comparisonrn groups.
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Chapter Four :3

RESULTS e

Introduction :f

The results of the comparison of Organizational Assessment -

Package (OAP) responses among Air Force Systems Command (AFSC) Y
project managers, other AFSC officers, and other Air Force

cfficers in the Leadership and Management Development Center i

(LMDC) data base are presented in this chapter. The demographic )

data are first discussed for the three groups. Next, the atti- :i

tudinal differences among AFSC project managers, other AFSC o

officers, and other Air Force officers are identified. ;

l'l

Demographic Data

e Tt

Generally, the demographic responses 1indicate the three
groups are similar in makeup with a few exceptions. The demo-
graphic data for all three groups are preserted 1n detail in i
Appendix A, Tables A-1 through A-22.

The wmajor demographic differences anong survey respondoent
aroups are in age, time in service, time in career t1eld, group .

mectiras, problem solving, and aeronautical ot ing. Typicai ly,

P

!

the AFSC project nanagers are youngetr than other AFSS ofticers
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and Arr Ferce cofficers in general. Twenty-seven percocent  ¢f

i

pretect managers are 21 to 25 yecars old, while l6s. 1 other AFSC
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officers and 11% of other Air Force officers fall intc thir

category. The time in the Air Force for AFSC project managerc

2y

also differs from the other two groups. The project manac:rs
tend to have fewer people in the 4- to l2-year range and more in ;
the under 4-year and over l2-year ranges than the two othey
groups. The project managers also have less time in their carve:
field when compared to the two other groups. About 46% of pro-
ject officers had over 3 years in the present career field, while
other AFSC officers and other Air Force officers had 61% and 58%,
respectively.

Besides being younger and having less time in both grade and
service, AFSC project managers supervise fewer personnel than the
comparison groups. Sixty-eight percent of the project managers
do not supervise anyone, as compared with 53% and 39% for other -
AFSC officers and other Air Force officers, respectively. The
demographic information also indicates that AFSC project managers
and supervisors are less likely to use group meetings to solve
problems than are the two other groups. Finally, 85% of project

managers and 87% of the AFSC officers are nonrated, while 56% of

Ca o a ey ey
yy.l'l v, ]

the other Air Force officers are nonrated.

o

A total of 20 demographic data items were ccllected and

-,‘-‘

repocrted with the OAP survey (Tables A-1 through A-22). The 2
major differences among the AFSC project managers, other AFSC
officers, and other Air Force officers were discussed above. 'The
results of the statistical analysis of attitudinal responses on

the survey are presented in the next section.

24

- . o et . - a " . - - - -
. . B P e I S PR AP S
PR/ U, SR A TR S . . AT S blhe s b e [ [PV




o N o

A||l|Uled|7pﬂ(d

The attitudinal differences for the AFSC project managers
versus the other AFSC officers and other Air Force officers are

presented for the 21 OAP factors measured in this research. This .

ST YR ... e T SV

cection presents an overall summary of the attitudinal differ-
ences anong the three groups. Then summary data are examined for
the four primary areas of organizational functioning: work
1tselt, job enrichment, work group process, and work group out-
put.  The detailed information for these findings is includec in
Appendix B, Tables B-1 through B-4.

Overall

In only one case is the attitudinal score of AFSC proiject
nanagers significantly higher than those of the two other groups.
For 11 of the 21 measured OAP factors, the project managers'
attitudlinal scores are significantly lower than the attitudinal
scores of both AFSC officers and Air Force officers. For & of .
the same 11 factors, other AFSC officers' attitude scores are
s1gnificantly lower than Ailr Force officers' attitude scores.

For the nine remaining factors, five comparisons indicate
that AFSU project managers and cther AFSC oiticers have similar
att:itides, but their attitudes are lower compared to the Air
Force otticers at large. The other four factore reveal no
statistical differences 1n attitudes between yroups.

Work itselt Sumnary

o the ¢ix Tactors rmeasarea 0 the werh 1t=c 11 area,

ra

b

cretlect nanagers' attitudes are o saanificantly Jower for overy
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factor except one. The five factors where attitudes measure

AP lrg

significantly lower than Air Force officers are: Job Perfornance Y

"2 B 4

Goals, Task Characteristics, Work Repetition, Desired Repet-

PP

itive/Easy Tasks, and Job Related Training. Each of the factcrs
measures specific aspects of the work itself. Job Perfcrm:nce .

Goals measures the degree to which goals are clear, specific.

realistic, understandable, and challenging. Task Characteristics
measures a combination of Skill Variety, Task JIdentity, Task

Significance, and Job Feedback designed to measure several

aspects of one's job. The third and fourth factors, Work Repeti-

'

tion and Desired Repetitive/Easy Tasks, measure the extent tc -

L3N
ARFF A A

which one faces the same type of problems and the desire faor
those problems to be simple to solve. The last factor, Job k

Related Training, reflects the degree to which the worker is

&‘I- ’.. LR S ‘e

satisfied with on-the-job and technical training.

Project managers' attitudes are also significantly lower than &

l‘yt

(R4

those of other AFSC officers for each factor except Desired e

Repetitive/Easy Tasks and Job Related Training. The three groups

.
b 0

are similar for Task Autonomy, or the degree to which the job ‘

provides freedom to do the work as one sees fit. Table 1 “
summarizes the significant results.

Job Enrichment Summary o

The OAP factors measuring the Job Enrichment attitudes are

summarized in Table 2. AFSC project managers have significantly

D

lower attitudes than Air Force officers in Skill Variety, Task

s

Identity, Task Significance, Job Feedback, and the Job Motivation

~
~




Table 1
Work Itself Summary
Comparison of OAP Factor Scores
AFSC PMs vs Other AFSC Officers vs AF Officers

Factor Mean

Job Performance Goals

AFSC PMs 4,33%, **
Other AFSC 4.53%
AF Officers 4.76

Task Characteristics
AFSC PMs 4.93%, *x%
Other AFSC 5.21%
AF Officers 5.38

work Repetition
AFSC PMs 3.65%, *%*
Other AFSC 4.15%
AF Officers 4.36

bDesired Repetitive/Easy Tasks

AV SC PMs 2.288%, *x
Other AFSC 2.42
AF Ofticers 2.49

Job Related Training

AFSC PMs 4.03%, *%
Other AFSC 4.39
Al Cfficers 4.76

* Statistically different from AP Officers

** - Otatistically different from Other AFSC ¢fficors

1 anteresting, meaningful, challenging, and responsible. Ova 1l
Viariety reacsures the degree to which a job involves the use f o
ruter o0 diftferent ski1lls and talents, The socond tactor, Task

fderntity, measures the degree to which the jor 1ecu.res

MR sl i e e s Bt el i A A i AGE A And el

index.  The conbinea factors measure the degree to which the Jjob
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Table 2

Job Enrichment Summary
Comparison of OAP Factor Scores
AFSC PMs vs Other AFSC Officers vs AF Officers

Factor Mean

Skill Variety

AFSC PMs S.11%, **
i Other AFSC 5.40
[ MF Officers 5.46
‘ Task Identity
% AFSC PMs 4.86%, **
- Other AFSC 5.07%
: AF Officers 5.26

Task Significance

AFSC PMs H.08%, *x%
Other AFSC 5.58%*
AF Cfficers 5.85

Joly Feedback
AFSC PMs 4,55*%, *x*
Other AFSC 4.79%
AF Officers 4.92

Job Motivation Index
AFSC PMs 116.94%*, *x*
Other AFSC 125.35
AF Officers 126.90

* - Statistically different from AF Officers

** - Statistically different from Other AFSC Officers

completion of a whols and identifiable piecce of work f{rom
beginning to end. Task Significance meas.res the 1mportance of
the job. The next factor in the job enrichment area ts Job
Feedback, and 1t measures the degree to¢ which the worker obtains

information on good or bad performance. The final factor where
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the AFSC project managers' attitudes are lower 1s in the Job
Motivation Index. This factor reflects the overall motivating
potential of a job.

Project managers' attitudes are also lower than those of
other AFSC officers in Task Identity, Task Significance, and Job
Feedback. The three groups are similar in Need for Enrichment
Index which measures the characteristics an individual would like
1n a Jjob.

Work Group Process Summary

The OAP measures four factors within the work group process
area. On these four factors, AFSC project managers and‘other
AFSC officers have similar attitudes. For twe of the attitudinal
factors, Supervisory Communications Climate and Organizational
Comnmrunications Climate, project managers and other AFSC officers
scure lower than other Air Force officers. Supervisory Communi-
cations Climate measures the degree to which the worker perceives
there 3s good rapport with supervisors, that innovation for task
improvement 1s encouraged, and that rewards are based upon
petformance., Organizational Communications Climate measures the
eGres te which there 1s an open conmunicaticon environment and
avecoste infornatlon 1s previded to accomplish the job. For
1 tactor, Management Supervision, all groups display
“in1lar attitudes. The last factor, Work Support, reveals the
¢y oanstance in this research where both AFOC proiect manacers’
oot her AFSC officers' ol attitudes are sianitioant ly hiaher

tlheatn the rest of thoe Avy Force officers, Thls a0t 0r meas .y oog
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the degree to which work performance is hindered by additional

duties or inadequate tools, equipment, or work space. The 1nro-

ject managers and other AFSC officers are less hindered than the

rest of the Air Force officers. Table 3 summarizes the results.

Table 3
Work Group Process Summary
Comparison of OAP Factor Scores
AFSC PMs vs Other AFSC Officers vs AF Officers

Factor Mean

Supervisory Communications Climate

AFSC PMs 4.71%

Other AFSC 4.71%*

AF Officers 4.89
Organizational Communications Climate

AFSC PMs 4,55%*

Other AFSC 4,57%

AF Officers 4.94
Work Support

AFSC PMs 4.66%

Other AFSC 4,.65%

AF Officers 4.54

* - Statistically different from AF Officers

Work Group Qutput Summary

Table 4 details the results of the statistical analysis of
the factors identified in the work group output function.
Comparing four of the factors reveals that AFSC project managers'
measured attitudes are lower than those for other Air Force

officers. Those four factors are Pride, Advancement/Recognition,

30

2 K - P B el e Ee ant e S ang ane ot e atnd S SN Ad e IR UL SMANAE S S SN I DA AE A SR CI IO
AN Al Tl S b e A e N e R e A P Pl e . A

. e 0
et

o
g n "

-~
-

o
-,

B
-

0




ALAA A S A AN S B R

Work Group Effectiveness, and General Organizational Climate.

LA RIS

Other AFSC officers also score lower than other Air Force

Table 4
Work Group Output Summary
Comparison of OAP Factor Scores
AFSC PMs vs Other AFSC Officers vs AF Officers

Factor Mean
Pride
AI'SC PMs 4,95%, *x%
Other AFSC 5.21%
AF Officers 5.54
Advancement /Recognition
AFSC PMs 4.44%
Other AFSC 4.43%
AF Officers 4.60
work Group Effectiveness
AFSC PMs 5.62*
Other AFSC 5.68%*
AF Officers 5.79
General Organizational Climate
AFSC PMs 4.86%*
Jther AFSC 4,.86*
AF Officers 5.27

*

~ Statistically different from AF Officers
** - Statistically different from Other AFSC Officers

officers for the Pride factor. The Pride factor measures the -

rtide and confidence in one's work. Advancement/Recognition

reasures the awareness of advancement and feeling of bheing pre- N
~

pared for promotion. The third factor, Work Group Fffectiveness, N

indicates one's view of the quantity, quality, #nd efficiency of
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work generated by the group. Finally, General Organizational
Climate measures the individual's perception of spirit of team-
work, communications, and group pride in the organizational
environment. All three groups have similar attitudes for the job
satisfaction factor.

In summary, job attitudes of AFSC project managers measurcd
lower than AFSC officers for 11 of the 21 factors and lower than
other Air Force officers on 16 of the 21 factors. Detailed
statistical comparisons are provided in Appendix B. Chapter Five

discusses the demographic and attitudinal results.
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Chapter Five

DISCUSSION

This chapter discusses the results and findings from
responses to the Organizational Assessment Package (OAP) survey
administered to Air Force officers. First, the limitations of
this study are presented. Then, the demographic data are dis-
cussed, providing some explanations for the attitudinal differ-
ences noted. Next, the factors relating to the four areas of
organizational functioning (work itself, job enrichment, work

group process, and work group output) are isolated and presented.

Limitations of the Study

The principal limitation of this research is the method by
which the data were gathered. N random sample is the optimal
method for the collection of data. This prevents the intro-
duction of consistent biases from uncontrolled variables. The
nethod the Leadership and Management Development Center (LMDC)
used to collect the data from October 1981 until September 1985,
was defined by their consulting process; subsequently, their data
represents only those organizations which requested LMDC's
services., This limitation is somewhat mitigated by the fact IL.MDC
surveyed every individual available for work during the time of

the visit., Therefore, the results for each organization are
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representative of that organization. Since many units were
visited, the data are representative of at least a large scgmett

of the Air Force population.

Demographics

A review of the demographic analysis uncovers several
possible reasons for the statistically lower job attitudes of .
project managers. The data indicate Air Force Systems Command
(AFSC) project managers are younger, have less time in the Alr
Force, and have less time in their career field than both other
AFSC officers and other Air Force officers. The implications of
such demographic data are far reaching in light of other
research. Talbot's (1979) study confirmed that job attitudes
improve with increased age. In addition, during personal inter-
views, LMDC consultants and analysts also indicated that job
attitudes usually improve with age (LMDC/AN personnel, personal
communication, December 13, 1985). The LMDC members also
concluded, from past studies, that the more time in service a
member has, the more favorable his or her job attitudes tend to
become. Likewise, an individual's job attitude will generally
improve the more he or she works in the same career field
({LMDC/AN personnel, personal communication, December 13, 1985).

AFSC officers are also younger, have less time in service,
and have less time in a career speciality than other Air Force
officers, but not to the extremes of AFSC project managers.
Therefore, it is not surprising that AFSC officers' attitudes are

lower than Air Force officers' attitudes, but higher than AFSC
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project managers' attitudes for 11 of the 21 OAP factors. This
trend supports Talbot's (1979) and LMDC's conclusions on the
effects of age, time in service, and time in a career fielcd on
job attitudes.

There are reasons for the existing demographic charac-
teristics of AFSC project managers. Information on the project -]
X management career field was obtained from telephone conversations

with career and retention monitors at the Air Force Military .
Perscnnel Center (AFMPC) and at AFSC. Their records reveal that
in the late 1970s and early 1980s, an unusually large number of
project managers in the 6- to l2-year groups left the Air Force
te join the civilian sector (AFSC/MPRO persocnnel, personal
communication, November 5, 1985). According to AFMPC, the
shortfall in the lieutenant colonel, major, and captain ranks is

approximately 500 positions out of 2400 in the career field =

i (AFMPC/DPMATO personnel, personal communication, October 24, -

v .
v o e

1985). This is due primarily to the 1980 exodus. In an effort

to make up for these losses, the Air Force began recruiting
greater numbers of second lieutenant project managers to fill the R
shortfall created. This increased accession rate, which began in .
1980, 1s the reason why the demographic data show a greater
nunber of younger project managers and other AFSC officers with

N less time in service than for the Air Force at large

{(PFMPC/DPMATO personnel, personal communication, October 24, o

.. 19855,
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The demographic data alsoc revealed AFSC project managers
supervise fewer personnel than other AFSC and Air Force off cers.
Since they supervise fewer personnel, it may also indicate that
they hold fewer middle management positions than the other
groups. This is a result of the greater percentage of pro¢ =t
managers in the less than 4 years of service category thanr th
comparison groups. Being more junior, project managers are not
receiving the opportunity to reach higher management levels as
are the comparison groups. In a study of civilians, Slocum
(1971) found that higher levels of management reported greater
need satisfaction in their jobs than did lower level workers. In
this case, there are fewer opportunities for project managers to
gain management positions because of the great number of Jjunior
officers competing for the positions. These demographic charac-

teristics may contribute to the lower project managers' Jjob

attitude ratings.

Areas of Organizational Functioning

The demographic differences of the three comparison groups
influence the attitudinal factors measured in the OAP's four
areas of organizational functioning. The work itself and job
enrichment area on the OAP survey represent the "input" phase of
the input-transformation-output process. In this research 12 of
the OAP factors measured job attitudes during the input phase.
For 10 of these factors {including Task Autonomy, Work Repeti-
tion, Skill Variety, and Task Significance), AFSC project

managers' attitudes are lower than other AFSC and Air Force
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officers. Other AFSC officers are lower than Air Force officers
for six of the factors. The less favorable job attitudes may
reflect the impact of the demographic differences among the
groups. Since project managers are younger than the two other
groups, one would expect their attitudes to be less favorable, as
indicated by the research of Talbot (1979) and the experience of
IL.MDC consultants and analysts previously discussed.

The "transformation” phase of the system is linked to the
work group process of the OAP. For this area the demographic
differences described earlier help explain why project managers
have less favorable attitudes in Supervisory and Organizational
Communications Climate. In addition, shortages in the senior
captain through lieutenant colonel project manager positions
influence this area. With the shortage of 500 middle managers
and an excess of 500 junior officers, the desired supervisor-to-
werker ratio is not being achieved (AFSC/MPRO personnel, personal
communication, November 5, 1985). With more officers to super-
v1se, the middle management may not have enough time to guide
subordinates through their work nor establish an effective
raarizational climate. This is reflected in the demographic
data where project managers hold fewer group meetings to solve
problens than the other two comparison groups. In addition,
supervisors from other career fields may be filling the shortiall

and managing project managers without the proper experience and

carcver training which coula lead to less favorabile dobh attitaden



OO 1MAN

ot
* »

PPN AL

OO0
LML ]

3
G
o

for project managers (AFSC/MPRO personnel, personal communi-
cation, November 5, 1985).

The work group output area of the OAP corresponds to ti
"output" phase of the input-transformation-output process. Sirce
attitudes are less favorable for the first twc phases oif :!e
process, tiiey can be expected to be lower for the output. v -
of the five factors indicate lower attitudes for AFSC proijcct
manaqgers. The demographic differences in the groups and the
lower levels of available supervision both help to keep project
managers' attitudes about General Organizational Climate, Pride,
Advancement/Recognition, and Work Group Effectiveness lower than
the other two groups.

The proposed reasons for the less favorable job attitudes of
AFSC project managers have been primarily based on the realities
of the demographic differences between groups. When the job
attitudes are broadly lower, it is sometimes difficult to explain
completely the results. The demographic differences in the
groups may be hiding other reasons why project managers have less
favorable job attitudes. The project managers' work may lack
structure, there may be little opportunity for personal growth in
the job, or there may be a poor work environment. These condi-
tions may also affect job attitudes, but this research has not
identified an impact. Further research 1solating factors or
groups of factors may establish additional reasons for the less

favorable attitudes of project managers.
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At the outset, this chapter reviewed the limitations of the

ALY

research, after which the demographic and attitudinal data were
discussed and a rationale was provided for the lower job atti-

tudes of AFSC project managers as compared to other AFSC and Air
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Force officers. Chapter Six presents a review and some con-

clusions and recommendations. -
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Chapter Six
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CONCLUSIONS AND RECOMMENDATIONS

Review and Conclusions

TRy Ty w

The primary purpcse of this study was to compare the job

attitudes of Air Force Systems Command (AFS(C) project managers

with the corresponding attitudes of other AFSC officers and Air

Force officers at large. First, the organizational behavior

literature was reviewed establishing its link to the Organi-

zational Assessment Package (OAP) survey. Theories developed by

Maslow and Herzberg and a survey produced and tested by Hackman

and Oldham provided the background for much of the OAP's develop-

nent.  The Hawthorne Studies showed how job attitudes can affect

worker output, thus demonstrating the importance of determining

and monitoring job attitudes.

The procedures used to collect and analyze the data for this

research were then explained. The OAP survey and the lLeadership

arnd Management Development Center's (LMDC) data collection method

were discussed. The three groups surveyed for this research were

described and the statistical procedures used to analyze the data

wele presented.

A concise presentation of the demographic and attitudinal

results is found in Chapter Four. The major demcqraphic differ-




ences among the three groups were discussed, highlightirag

differences in age, time in service, and time in career {ie]d. -

The 20 demographic items captured by the OAP are presonted

s e e

Appendix A. The attitudinal results compared the three groups on

the 21 OAP factors for which ©LLMDC collected data.

The research showed that AFSC project managers' job attitu .

were generally less favorable than those of the other ALSC

PR ]

officers and other Air Force officers at large. It is suggested

that these findings were primarily due to the demographic diffoer-

ences between the groups. The project manager group contained

more junior officers than authorized and considerably more junior

officers by percentage than the other groups. In addition, there

was a lack of middle managers. The study corroborated other

research which found job attitudes improve with age, time in X

service, and time in career field,

The possible lack of proper

supervision may have also had an impact on job attitudes.

Recommendations

The less favorable job attitudes of AFSC project managers,

as measured by the OAP, are in large part due to the events which

shaped the demographics of the career field. The following

recommendations are made to AFSC leaders and commanders and may

lessen the impact of similar occurrences:

1. AFSC, with the help of the Air Force Military Personnel

1

»
]

Center (AFMPC), should identify officers with project management

’

experience and 8 to 16 years in service whe are in other career

e

Y
2 e B W I8 24
. .

fields. These officers should be requalified as project managers
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and returned to project management duties in order to better
stabilize the career field with middle management quidance.

2. Ffforts should be made by AFSC senior leadership to
insure junior project managers are given expanded responsi-
bilities when possible. With a lack of middle management
resources, capable junior officers should be challenged with more
demanding positions and subsequently provided more job enrich-
ment .

3. AFSC and AFMPC personnel managers should estal lish

necessary programs to avoid future imbalances in project manage-

ment staffing. Techniques such as providing financial bonuses or
incentives, and maintaining a reserve of project managers in
other career fields could be implemented.

4, AFSC should conduct research on job attitudes as project
managers' demographics become more representative of other Air
Force officers. This may provide the opportunity to identify

other factors that may be influencing job attitudes.
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Table A-1

Number of Respondents by Group

AFSC PMs Other AFSC Officers AF Officers
(n) (n) (n)
Officers 352 1,569 10,671
Table A-2

Sex by Personnel Category

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n = 352 1,569 10,671

Male 92.0 78.8 88.7

Female 8.0 21.2 11.3
48
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Table A-3

Age by Personnel Category

X AFSC PMs (%) Otber AFSC Officers (%) AF Officers (%) -
N «
. n = 353 1,573 10,698
17 to 20 yrs 0.0 0.0 0.0 .
21 to 25 yrs 26.6 16.1 11.1 .
. 26 to 30 yrs 14.7 23.6 29.1 g
R . 31 to 35 yrs 14.4 21.2 24.2 -
L 36 to 40 yrs 23.2 18.6 19.6
4] to 45 yrs 16.4 13.2 10.5
R 46 to 50 yrs 3.7 5.1 3.3
B Over 50 yrs 0.8 2.0 2.2

) ;';
- Table A-4 i
Time in the Air Force
AFSC PMs (%) Other AFSC Officers (%) AF Officers (%) :;:
g n = 353 1,573 10,677 ‘
. less than 1 yr 6.5 7.5 2.5 R
1 to 2 yrs 7.1 8.8 4.7 .
2 to 3 yrs 12.5 6.0 7.7 ’.;
. 3 to 4 yrs 7.6 6.5 7.3 ke
- 4 to 8 yrs 10.8 17.5 22.7 .
N 8 to 12 yrs 8.8 14.4 16.8 .
b Over 12 yrs 46.7 39.2 38.3
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Table A-5
Months in Present Career Field

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n= 351 1,566 10,618
Less than 6 mos 7.4 6.1 5.0
6 to 12 mos 9.1 7.3 7.6
12 to 18 mos 7.7 8.5 7.7
18 to 36 mos 29.9 16.8 22.0
Over 36 mos 45.9 61.3 57.7

Table A-6
Months at Present Duty Station

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n= 353 1,569 10,663

Iess than 6 mos 12.2 13.4 14.0

6 to 12 mos 11.9 15.7 16.8

12 to 18 mos 14.4 17.7 16.3

18 to 36 mos 38.2 30.1 36.8

Over 36 mos 23.2 23.1 16.2
50
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Table A-7
Months in Present Position

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n = 353 1,568 10,653
less than 6 mos 22.9 22.1 27.2
6 to 12 mos 23.8 21.7 25.1
12 to 18 mos 15.9 20.3 16.6
18 to 36 mos 31.4 27.0 24.1
Over 36 mos 5.9 8.8 6.9
Table A-8
Fthnic Group
AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)
n= 349 1,565 10,646
Black 5.7 6.1 5.8
Hispanic 2.3 2.7 2.3
White 88.0 86.6 87.7
Other 4.0 4.7 4.2
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Table A-9
Marital Status

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n= 353 1,571 10,689
Not merried 26.9 23.9 20.5
Married 71.1 7% .4 78.0
Single parent 2.0 1.7 1.5

Table A-10

Spouse Employment Status: AFSC Project Managers

Geographically Separated Not Geographically Separated
n = 6 245
Civilian employed 66.7 42.0
Not. employed 0.0 51.4
Military member 33.3 6.5

52

[ B )

el

Y

.

. e =",
g g gt o g

. et
At

VY




. N N

.....

v Ll Aota i it ol sent &

Ve i Ml AR A i Wil ade Ak -t Bin e Win dr o A 9 A A0 b R AR b AR I I Sad Sl he ¢ ]

Table A-1

Spouse Employment Status:

n

Civilian employed
Not employed
Military member

Geographically Separated

51

1
Other AFSC Officers
Not Geographically Separated
1,118
38.4

50.3
11.4

Table A-12
Spouse Employment Status: Air Force Officers

Geographically Separated Not Geographically Separated

n = 369 7,968
Civilian employed 60.4 33.4
Not enmployed 19.8 58.3
Military member 19.8 8.4
53
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: Table A-13 ;
Education Level
. AFSC PMs (%) Other AFSC Officers (%) AF Officers (%) :
- |~
K. n= 353 1,567 10,670 N
BS Grad or GED 0.0 0.0 0.3 -
M Less than 2 yrs college 0.3 0.2 0.3 "
N More than 2 yrs college 0.0 2.0 1.3 -
Bachelors Degree 46.7 40.7 55.0 .
Masters Degree 50.7 39.8 36.2 e
PhD 2.3 17.4 6.9 ;
: Table A-14 -
X Professional Military Education N
.. AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)
X n= 353 1,572 10,682
A None 36.5 44.4 32.9 Z
S0S 16.1 18.8 28.2 a
Int Serv Sch 24.9 18.6 23.9 -
Sr Serv Sch 22.1 15.0 11.6 .
Cther 0.3 3.2 3.4
.
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Table A-15
Number of People Supervised

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n = 338 1,450 10,086
None 68.6 53.4 38.4
1 3.0 6.7 7.5
2 1.5 3.4 7.0
3 4.1 5.4 8.5
4 to 5 10.7 12.1 14.1
6 to 8 5.9 8.8 10.5
9 or more 6.2 10.1 14.0

il
Table A-16

Number of People Respondent Writes Performance Reports On

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n = 352 1,570 10,667
None 72.2 64.4 48.8
1 3.7 5.9 10.0
2 1.7 3.4 7.7
3 5.1 4.8 7.6
4 to 5 8.5 8.9 11.8
& to 8§ 5.1 7.0 8.8
9 or more 3.7 5.5 5.4

55




Table A-17
Does Supervisor Write Respondent's Effectiveness Report

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n= 350 1,554 10,531
Yes 76.6 71.3 78.6
No 14.6 18.4 13.5
Not sure 8.9 10.3 7.9
Table A-18
Work Schedule
AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)
n = 352 1,555 10,589
Days 84.9 72.6 56.3
Swing 0.0 0.3 0.2
Midnight 0.0 0.1 0.1
Rotating 0.0 9.1 4.3
Irreqular 5.4 10.9 13.0
Frequent TDY 9.7 6.9 8.1
Crew 0.0 0.1 18.0
56

AT

4

YA

& o

Al
TN
-._‘




b S N A ol v e B Al et et Lk g ek and ek ad sl anh el Ack AN Sak tal Sl tal ekl L Al Sl Bl A X ek %
v v e TRTRSTR Sl . ~ - 2ol - - b

Table A-19

Supervisor Holds Group Meetings

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n = 346 1,561 10,565
Nevel 6.1 5.8 6.7
(Occasionally 34.7 24.6 22.4
Monthly 6.1 17.3 13.8
Weekly 39.3 40.9 42.5
Daily 12.7 10.1 12.5
Continously 1.2 1.4 2.2
Table A-20
Group Meetings Used to Solve Problems
AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)
n = 345 1,549 10,511
Never 22.3 17.9 14.7
Occasionally 45,2 41.1 42.7
Half the time 20.0 22.1 21.9
Always 12.5 18.9 20.7
57
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Table A-21
Aeronautical Rating and Current Status

AFSC PMs (%) Other AFSC Officers (%) AF Officers (%)

n = 352 1,572 10,529

Nonrated 84.9 87.4 56.4

Nonrated crew 0.3 0.9 2.7

Rated Operations 0.0 1.1 32.0

Rated Support 14.8 10.6 9.0
Table A-22

E:

Retire in 12 mos
Career

Likely Career
Maybe

Probably Not Career

Separate

Career Intent
AFSC PMs (%) Other AFSC Officers (%) AF Cfficers (%)

349 1,568 10,637 -j.
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Table B-1
The Work Itself

ANCOVA of CAP Factor Scores

. AFSC PMs vs Other AFSC Officers vs AF Officers
. Factor Mean SD Subset daf F
; Job Performance Goals 2,12130 67.32"*"
- AFSC PMs 4.33 1.02 1
: Other AFSC 4.53 1.03 2
. AF Officers 4.76 .97 3
Task Characteristics 2,12197 54.24***
: AFSC PMs 4,93 1.09 1
b Other AFSC 5.21 1.04 2
AF Officers 5.38 0.93 3
Task Autonamy 2,12226 4.09*
AFSC PMs 4.67 1.19 1
Other AFSC 4.63 1.33 1
AF Officers 4.54 1.36 1
work Repetition 2,12418 58,82 **
AFSC PMs 3.65 1.33 1
Other AFSC 4.15 1.45 2
g AF Officers 4.36 1.35 3
2 Desired Repetitive/Fasy Tasks 2,12052 8.80***
. AFSC PMs 2.28 .98 1
" Other AFSC 2.42 1.07 2
AF Officers 2.49 1.05 2
Job Related Training 2,9852 62.04™**
N AFSC PMs 4.03 1.50 1
Other AFSC 4.39 1.59 2
AF Officers 4.76 1.45 3

. Note: Groups not in the same subset are significantly different at the

- .05 level.

*

*p < .01,

*p < .05,

p < .001.
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Table B-2
g Job Enrichment
N ANOVA of OAP Factor Scores >
N AFSC PMs vs Other AFSC Officers vs AF Officers '
. Factor Mean sb Subset daf F -
: Skill Variety 2,12499 13.65"**
[~ AFSC PMs 5.11 1.40 1
Other AFSC 5.40 1.37 2 -
AF Officers 5.46 1.26 2
) *kk -
Task Identity 2,12466 33.00 o
. AFSC PMs 4.86 1.29 1 X
g Other AFSC 5.07 1.28 2 it
- AF Officers 5.26 1.20 3 -
Task Significance 2,12518 93.52***
AFSC PMs 5.08 1.51 1 =
Other AFSC 5.58 1.37 2 R
AF Officers 5.85 1.21 3 .
*k
Job Feedback 2,12486 22.84 ;
’ AFSC PMs 4.55  1.26 1 -
N Other AFSC 4.79 1.24 2 "
: AF Officers 4.92  1.17 3
- Need for Fnrichment 2,12207 2.9837 X
AFSC PMs 6.17 .78 1 -
Other AFSC 6.12 .85 1 -
AF Officers 6.08 .87 1
Job Motivation Index 2,11414 3.65" .‘
AFSC PMs 116.94 63.18 1 2
Other AFSC 125.35 69.82 2 g
. AF Officers 126.90 67.07 2 -
. Note:  Groups not in the same subset are significantly different at the
- .05 level.
; *p < .05, **p < .01, ***p < .001. .
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: Table B-3 y
. Work Group Process
ANOVA of OAP Factor Scores -
AFSC PMs vs Other AFSC Officers vs AF Officers :
. Factor Mean SD Subset daf F 4
LJkkk .
" Work Support 2,12037 8.93 -
[ AFSC PMs 4.66 1.01 2 .
' Other AFSC 4.65 1.04 2 o
- AF Officers 4.54 1.10 1 .
Management and Supervision 2,11782 6.69™"
AFSC PMs 5.23 1.37 ]
Other AFSC 5.20 1.40 1
AF Officers 5.33 1.33 1
Supervisory Communications Climate 2,11530 12.22%**
AFSC PMs 4.7 1.47 1
. Other AFSC 4.71 1.49 1
N AF Officers 4.89 1.41 2
- Organizational Communications Climate 2,11642 67.37"**
- AFSC PMs 4.55 1.23 1 v
Other AFSC 4.57 1.32 1
- AF Officers 4.94 1.24 2

Note: Groups not in the same subset are significantly different at the
.05 level.

*p < .05, **p < .01, ***b < .001. )
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Table B-4 =
Work Group Output ',
N ANOVA of QAP Factor Scores .
‘ AFSC PMs vs Other AFSC Officers vs AF Officers »
'
Factor Mean S Subset af F
lad
Pride 2,12453 63.46" "
AFSC PMs 4.95 1.58 1
Other AFSC 5.21 1.47 2
AF Officers 5.54 1.36 3
3 Advancement /Recognition 2,11958 16.08™** "
- AFSC PMs 4.44 1.19 1
: Other AFSC 4.43 1.20 1
AF Officers 4.60 1.18 2
work Group Effectiveness 2,12080 11.05***
AFSC PMs 5.62 1.16 1 X
Other AFSC 5.68 1.17 1 IS
AF Officers 5.79 1.06 2 .
o)
Job Related Satisfaction 2,11264 1.92 =
AFSC PMs 5.25 1.06 1 }
Other AFSC 5.38 1.05 1 -
AF Officers 5.36 1.10 1l -
General Organizational Climate 2,11711 81.67*** =
AFSC PMs 4.86 1.29 1 ;
g Other AFSC 4.86 1.29 1
. AF Officers 5.27 1.23 2 -
_*. Note: Groups not in the same subset are significantly different at the
.05 level. -
- *p < .05, **p < .01, ***p < .001. :
. )
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